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INTRODUCTION TO THE PORTFOLIO
Introduction
This portfolio presents my ongoing personal and professional development as a 
counselling psychologist over the past three years. The dossier covers three different 
aspects of my training namely, the academic work, therapeutic practice and research 
work. The academic section includes three essays on different topics, whilst the 
therapeutic practice section features the final clinical paper. The research part of the 
dossier includes three pieces of research conducted during my three years of training, 
namely a literature review, a qualitative study and a quantitative study. A brief 
account of personal background factors that influenced my interests during my 
training will be presented as a preamble to the above mentioned three sections.
Background
My interest in psychology started in my early adolescence, when I experienced a 
strong interest in learning about people and how they manage their lives. I remember 
being very interested in reading biographies and watching films based on true stories 
of people’s lives. However, on a deeper level, my liking of human psychology 
commenced during my upbringing. In hindsight, I realised the importance of listening, 
and being empathie to people from an early age. I also became aware of the 
importance of developing, owning and defending one’s ideas, especially in turbulent 
times. In a sense, a combination of personal sensitivities and environmental factors 
led me to become very interested in psychology. It was like I sought understanding 
and enlightenment about self and others from my interest in psychology.
My academic interest in psychology followed this personal predisposition but 
developed relatively late in the day. This was because while I was nurturing my 
strong interest in psychology, I was fulfilling a dream to become an electronics 
technician. However, in the latest stages of my studies in electronics I started to 
experience serious doubts about this career. I no longer felt ftilfilled with the prospect 
of working in this industry. As a result, I took various examinations, first at an 
ordinary and then at an advanced level, in preparation to study psychology at an 
undergraduate level. In this process, I became fascinated by philosophy and
sociology, and also continued to familiarise myself with basic psychological concepts 
and theories.
After successfully finishing my training in industrial electronics, I started working in 
a drug rehabilitation programme. This was a very challenging experience which 
taught me a lot about the complexities of drug and alcohol related problems and more 
so about the human resilience and ability to change. Working with people from 
different backgrounds also taught me about the importance of personal development 
for professional people working in this sector.
My undergraduate studies in psychology proved to be as intellectually stimulating and 
personally challenging as I expected them to be. I remember being very fascinated by 
reading some of the works of Victor Frankl, Carl Rogers and Sigmund Freud. As 
fascinating as these works were, reading books and papers on various topics in 
psychology always left me with a strong feeling of wanting to learn and read more. 
This is when I began to think about studying psychology abroad at a Masters or 
Doctorate level, and become a psychologist. In the meantime, I also gained 
immeasurably from my work in the training and consultancy business, where I 
realised the difference that the application of psychological principles can make to the 
morale and performance of individuals and teams.
I found my doctoral training very interesting and enjoyable on various levels. I 
particularly enjoyed the opportunity to once again get immersed into reading and 
learning about psychological theories. Experiencing various forms of supervision with 
supervisors from different theoretical orientations was a very beneficial activity. In 
this process, I felt treated like an adult who was experiencing a challenging learning 
process and was very willing to explore ways of working effectively with various 
clients. Furthermore, I also felt safe and secure to explore personal ideas, attitudes, 
beliefs and values, and evaluate how they may impact my therapeutic work with 
clients. In this sense, I strongly believe that this experience of supervision will serve 
me as a template of good supervision, which I look forward to continue seeking and 
experiencing as a counselling psychologist.
I highly appreciated the opportunity to choose a research topic that I had an academic 
and practical interest in. This opportunity enabled me to continue to broaden the 
potential professional opportunities where my skills, attitudes and values as a 
counselling psychologist could be applied. I also valued the opportunity I was given 
to learn about and work with three different psychotherapeutic approaches. During my 
training I became increasingly convinced on how central the therapeutic relationship 
is to the success of therapy, irrespective o f the therapy’s theoretical orientation. 
Finding a way to be with, rather than to do to clients became a constant focus in my 
work and supervision.
I also believe that the value of my training lies beyond its academic, therapeutic and 
research dimensions. In my case, living in a foreign country, settling down, and 
studying successfully were a challenge throughout these three years, and particularly 
in the first year. My view of this is that my training endeavour, with its different 
facets and challenges, reflected life challenges and therefore presented me with 
another opportunity to continue improving my efforts to effectively manage life’s 
different dimensions, on the basis of my values, beliefs and goals. Therefore, I 
considered this challenge as a continuous training for life, similar to the process of 
continuing professional development.
Academic Dossier
This dossier presents three essays about different topics in counselling psychology.
All three essays reflect my interest in the respective topic, which was sparked either 
by personal or training experiences. For example, having been described as resilient 
by friends and colleagues, I became intrigued about the meaning of this concept and 
wanted to explore the literature about it. In particular, the aim of this essay was to 
challenge the glorified perspective that many have of the concept of resilience. I also 
wanted to explore the cost that people pay, in order to become resilient and the 
differences in how people manifest resilience.
The second essay is about the concept of suggestion, which started to interest me 
during my second year psychoanalytically oriented placement. The emphasis on 
interpreting the transference and counter-transference, together with the respect
towards boundaries and the analytic frame, led me to explore the concept of 
suggestion in psychoanalytic literature.
Although the title of the third essay in this dossier was provided to me, it nonetheless 
reflected my strong belief in the importance of the therapeutic relationship. Exploring 
the therapeutic relationship from a cognitive-behavioural perspective made me 
increasingly aware of the role that the therapeutic alliance plays in helping the 
cognitive behavioural therapist to become more effective with clients.
Therapeutic Practice Dossier
The therapeutic practice dossier includes a short description of each of my three 
placements followed by the clinical paper. The clinical paper illustrates my 
experience of the therapeutic practice training and how, in particular, I became 
convinced about the pivotal role of the therapeutic relationship in my work with 
clients. This learning experience opened up new avenues through which I could 
become more able to work effectively with different clients and client populations. In 
this paper, I also present my views about the process of integration in counselling 
psychology, which I consider myself to be a novel in.
The clinical paper attempts to show how my experience of working with clients 
helped me become comfortable with the notion of ‘not being perfect’. This realisation 
somehow helped me to come to terms with the value of authenticity in the therapeutic 
work. In the beginning, I would try my best to get everything right, particularly the 
way I spoke in English. I immediately realised that this is not only impossible but also 
an inauthentic defensive façade, which was hindering my opportunity to truly engage 
with clients. Another element which was hindering me from truly relating with clients 
was the use of theory in my interventions. As a result of supervision and the writing 
of process reports, I realised the potential I have to stay at an intellectual level and use 
concepts, ideas and theories, rather than immersing myself in the emotional 
experience of the client’s inner world and his/her relationship with me. Consequently, 
I started to focus on finding ways to be genuine with clients and more willing to ‘get 
my hands dirty’ in the emotional complexities of their stories.
Research Dossier
The research dossier contains a literature review, a qualitative and a quantitative 
study. My interest in the personal development of managers stems back to my work in 
the training and consultancy sector. My work with managers and their teams helped 
me to realise how fundamental it is for managers and employees to enjoy good and 
effective relationships with each other. The performance issues that I helped managers 
and teams to address invariably highlighted the impact of managers’ inter- and intra­
personal skills, attitudes and values on the people that they manage. In this regard, the 
literature review explored how the concept of managers’ personal development is 
represented in managerial literature. I found the researching and the writing up aspect 
of the literature review as highly enjoyable, as I learnt about various theoretical 
dimensions of the concept. I was also able to realise that the notion of personal 
development, when compared to the technical aspects of management, is not 
extensively featured in management literature and management training programmes.
The qualitative research study was an extension of the literature review. Again, I had 
some notions on how Maltese managers could perceive their personal development 
and therefore decided to investigate these ideas and gather managers’ views. The 
interviewing and the data analysis were the most interesting and intriguing aspects of 
the study. The interviews provided me with an opportunity to explore what some 
Maltese managers think about the subject area. At times listening to some ideas was 
painful and frustrating. The analysis stage was very interesting as it gave me the 
opportunity to immerse myself in the data and, as objectively as possible, try to 
decipher and interpret the participants’ views and experiences.
The quantitative research project was the most challenging piece of research that I 
designed and conducted so far. The challenge was reflected in the process of finding a 
large number of participants and in negotiating the various aspects of their 
involvement with the company’s human resources directors. On an academic level, I 
consider this study as very challenging when given the time I had for design of scales, 
analysis and report writing. The statistical aspect of the study was another challenge 
that I faced as I had to revise and learn new methods of analysis in a short time. On 
the other hand, I learnt a lot from working closely with my research supervisor and 
from reading about leadership theories. This research study also supported my interest
in finding creative, flexible and effective ways in which I could work with managers 
and employees as a counselling psychologist.
Concluding comments
I hope that the portfolio will give the reader an impression of my ongoing 
development as a person and a counselling psychologist.
NB. Details of individual clients and research participants have been changed
throughout the portfolio to protect their confidentiality. Instead, pseudonyms 
were used.
ACADEMIC DOSSIER
Introduction to Academic Dossier
This dossier includes three essays, which were written during the three years of my 
training. The first essay explores the concept and definitions of resilience and its links 
with the practice of counselling psychology. The second essay sets out to explore the 
concept of suggestion and its use, limitations and dangers in psychoanalytic therapy. 
The third essay explores the role that the therapeutic relationship has in cognitive 
behavioural therapy, and deals with how cognitive behavioural therapists manage 
difficulties experienced in the therapeutic relationship.
To what extent do you agree with the contention that resilience is an ongoing and 
dynamic process in lifespan development, having diverse meanings and outcomes 
for different people in different situations? In light of your answer consider what 
role counselling psychology may play in promoting resilience.
Introduction
The term resilience, as it is used in academic literature, and in everyday language, is 
taken to reflect a degree of strength, resolve, and ability to bounce back in people 
experiencing risk and distress. As such, resilience is often admired, praised and 
glorified in literature and discussions. Ideas about the concept of resilience potentially 
reflect an emotive view rather than an academic and research based evaluation. This 
rather basic and popular evaluation of the concept seems to be hindering a deeper 
analysis of the concept from taking place, which in turn may yield interesting 
dimensions of the concept. This incomplete view of resilience raises some concern 
about the real nature and dynamics of the concept of resilience. In this context, this 
essay aims at presenting an informed evaluation of the concept of resilience, placed 
within human lifespan development. This essay also attempts to explore the role that 
counselling psychology can play in promoting resilience.
Origins of the concept of resilience
Research in psychology has for long focused on psychological difficulties that people 
face. This strong orientation within psychology possibly led psychologists to enquire 
about the origins of health or “salutogenesis” (Hauser et al. 1999), and on what makes 
people grow despite hardship. The observation made by researchers in the 1950s of 
children that were facing highly similar adverse events but experiencing different 
outcomes, seems to have facilitated this shift in psychology. This new and refreshing 
focus was guided by a simple but powerful question: “What accounts for why some 
people stay healthy and do well in the face of risk and adversity while others do not?” 
(Patterson, 2002, p. 234). This movement led to the emergence of a new research 
focus in psychology and of a paradigm shift, which emphasized assets rather than 
deficits in people. Werner and Smith (1992) refer to this shift as a corrective lens, 
whilst Engle et al. (1996) considered it a novel approach.
The term ‘resilience’ is also considered to be influenced by the American socio­
political context. This context is strongly influenced by the U.S hero myth, which 
features teenage boys, usually fatherless, who overcame great hardship. Entrenched in 
the ‘American dream’ political slogan, the concept became synonymous with 
invulnerability and the individual’s responsibility for his/her progress. It is highly 
likely that this socio-political context galvanised the concept’s connotation with 
invulnerability and invincibility.
Resilience as a tra it... or is it?
Definitions of resilience as a trait are part of the first wave of what Richardson (2002) 
terms the “three waves of resiliency inquiry” (p. 308). These levels of inquiries are 
characterised by an identification of assets which serve as protective factors. Self­
esteem, self-efficacy, and mastery beliefs (Best, & Garmezy, 1990; Rutter, 1985; 
Masten), good problem-solving skills, self-discipline (Garmezy, Masten, & Tellegen, 
1984), faith (Myers, 2000), creativity (Simonton, 2000), and self-control (Baumeister, 
& Exline, 2000; Garmezy, Masten, & Tellegen, 1984) were amongst the personal 
characteristics that seem to have acted as internal protective factors for research 
participants in the respective studies. Rutter (1985) also included external protective 
factors, such as supportive family environment and an external support system 
(Garmezy et al. 1984). Wolff (1995) viewed resilience as an enduring aspect of the 
person. Wagnild and Young (1993) consider resilience to be a characteristic that 
moderates the negative effects of stress and promotes adaptation. This view of 
resilience as a trait or characteristic was also reiterated in studies with children of 
divorced parents (Beardslee & Podorefsky, 1988).
This group of definitions clearly emphasize resilience as an attribute innate in 
individuals, and probably exhibited as a reasonably stable characteristic, irrespective 
of variables such as risk, situation, environment and personality of the individual. One 
of the implications here is that, we can directly observe resilience and hence talk 
about ‘a resilient person’ as we do when we say ‘an intelligent or a creative person’.
In this sense, this view of resilience suffers the same ills of the concept of 
intelligence, in that it is also seen as if it were a reification, vrith the properties of a 
‘thing’, and hence observable and measurable.
Referring to people as resilient or not also raises the question on how some 
individuals become resilient while others do not. Masten et al. (1990) assert that 
resilience is not a discrete quality that individuals either possess or do not possess.
The danger here is in labelling people and consequently treating them as either 
resilient and invulnerable or not resilient and weak, with little regard to their 
developmental experience and life story. The emphasis put on adaptation by the 
above-cited definitions highlights the direction of resilience as positive and aimed at 
helping individuals to regain homeostasis. However, it stops short of identifying how 
this level of adaptation is achieved by being resilient. These definitions take no 
account of people who either struggle to cope or utilise psychological and/or 
psychiatric help to do so or indeed cope in a very different, unorthodox way. 
According to these definitions, for an individual to be seen as resilient, s/he needs to 
be free from psychological difficulties. At best, this is an unrealistic and naïve view of 
people’s ways of managing stress. This view also excludes people who in the process 
o f ‘bouncing back’ experience different forms of psychosocial difficulties, but yet still 
manage to move on. A more comprehensive and realistic view of resilience could 
reflect more sensitivity to such experiences and embrace a wider diversity of human 
experience.
Resilience was also defined as a “human capacity of all individuals to transform and 
change -  no matter their risks” (Lifton, 1994, p. 313). This definition describes 
resilience as a sort of infinitely versatile and universal ‘capacity’ that can help people 
deal with any kind of risks, irrespective of dynamics such as context, age, time and 
personality that influence one's experience of risk and its management. It is one thing 
to possess a trait and another for it to be manifested, as this usually depends on 
various environmental factors. The notion of having a “capacity to transform and 
change” is at the heart of the humanistic philosophy within counselling psychology. 
Nonetheless, this idea presents only one aspect of resilience and does not inform us 
about the cost at which people become resilient or act in a resilient way. As a result, 
this definition, like the others discussed above, represents resilience in a rosy and 
positive manner, and exclude any mention or reference to the real experience that 
people have of being resilient when faced with stress. The fact that an individual 
behaves resiliently does not exclude the presence of psychological, emotional, 
relational and physical ill effects that s/he may be suffering from and coping with. In
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1955, a study known as the ‘Kauai longitudinal study’ was conducted to analyze 
protective factors in child development. Results showed that 55% of men and 45% of 
women participants referred to as resilient, have indeed paid a price in the form of 
stress related health problems such as migraines and backaches, together with a 
certain aloofness characterized in their interpersonal relationship, amongst others 
(Werner, 1996).
The huge limitations of these viewpoints are also revealed when we place the 
construct of resilience within the process of human development. In essence, human 
development is a transient process characterised by tasks, goals and milestones that 
creatively support individuals to grow and mature through the experience of diverse, 
personal, social and meaningful events. Inevitably, resilience is bound to influence 
and be influenced by the dynamics and process of lifespan development. Rutter 
(1990) also warned that “resilience cannot be seen as a fixed attribute of the 
individual, if circumstances change, the risk alters” (p. 184). As such, one cannot 
divorce resilience from dynamic factors such as variations in risk, circumstances, 
personalities and development of people over time, and the potential interactions of 
these and other factors. In other words, resilience cannot be seen as a static attribute, 
irrespective of the dynamics of lifespan development. Rather, it could be viewed as an 
intricate aspect of the same process of human development, which could manifest 
itself in different forms, thus reflecting an interaction between various attributes, and 
giving rise to diverse outcomes.
Furthermore, the view of resilience as a trait does not explain how internal and 
external factors might be negotiated within the person-environment interaction in 
order for someone to be considered as resilient. Instead, these perspectives of 
resilience imply that once you possess these traits, then you are likely to be resilient.
In this context, it seems that a more appropriate way of perceiving resilience could be 
as a process or outcome, which refers to people behaving in ‘resilient ways’ rather 
than being ‘resilient’, or possessing the resilient trait. It is important to point out that 
despite outcomes from various research studies, researchers have not yet reached a 
consensus on what is actually meant when using the term resilience, and literature 
reflect little consensus about definitions (Luthar, Cichetti, & Becker, 2000).
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Resilience as a process
Resilience is also defined as “the process of, capacity for, or outcome of successful 
adaptation despite challenging or threatening circumstances” (Garmezy et al. 1988, 
p.747). Fonagy et al. (1994) argue that resilience cannot be seen as anything other 
than a set of social and intra-psychic processes which take place across time and 
usually reflecting a felicitous combination of child attributes, and family, social and 
cultural environments. The definition of resilience as a process places the construct in 
a sensitive position with regards to the dynamics of ongoing human development, 
which is characterised by processes, tasks, goals, needs, milestones, disruptions and 
setbacks. In principle, all the psycho-social processes that underpin healthy 
development may be involved in resilience (Cicchetti, 1989). A process view of 
resilience also acknowledges the impact that different and cumulative experiences of 
adversity may have on the same individual over time. In this regard, resilience would 
be more appropriately and realistically viewed, when it is considered to be influenced 
by subjective elements of the individual’s experience. As such, its outcome will tend 
to be marked by the individuality and personal circumstances of the person. Instead of 
being described as resilient or not, one could therefore be viewed as creatively and 
painstakingly capable of negotiating the implementation of strategies, skills, attitudes 
and use of external sources of support, amongst others, towards the management of 
stress and risk. Roosa (2000) contend that the interactions of various factors are the 
“heart and soul of resilience and arguably the most important and distinguishing 
factor of this concept” (p. 568).
Kobasa and Puccetti (1983) defined resilience as “a generalised ability to use all 
available personal and environmental resources to most effectively perceive, interpret 
and cope with stressful events” (p. 843). This definition implies the view of 
individuals as actively negotiating with inner and environmental factors, in order to 
effectively cope and gain equilibrium. It also implies the use of many internal and 
external resources that the individual uses to manage stressful events, which will 
determine the degree of resilience manifested in the coping strategy used. According 
to Lambert (2001) protection lies in helping individuals understand and experience 
risk events in a more positive way.
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It is highly likely that resilience, or more accurately resilient behaviour, is manifested 
in different outcomes and behaviours, which are aimed at achieving psychosocial 
homeostasis following the challenge of stress. The outlook of resilience as a dynamic 
and ongoing process is embedded in the diversity of the human lifespan 
developmental experience. As such, it embraces the idea that resilient behaviour is 
manifested differently in different people and is particularly influenced by the 
meaning that individuals attach to their experience of stress and adversity. When 
viewed in this manner, the concept of resilience becomes multi-dimensional and 
sensitive to the continuity, diversity and meaningfulness of individual experiences. In 
this sense, the contention of resilience as an ongoing and dynamic process with 
diverse meanings and outcomes appears to be more inclusive, and potentially more 
sensitive to the complexity and non-linearity of human experience.
Counselling psychology and the promotion of resilience
I consider it to be important for counselling psychologists to identify their views of 
resilience through reading, personal reflection and professional experience. In doing 
so, they stand a better chance of being open to help individuals evaluate their 
experience of stress and hardships, rather than develop the tendency to label 
behaviour or people. An open mind towards the experience of people is required for 
therapeutically based understanding of resilience to be achieved. This can then be 
used to inform the theoretical debate in view of further clarifying the understanding of 
the concept. In my opinion, this conceptual shift is the first step towards indirectly 
promoting resilience in individuals and groups. It is not a fit for all view of resilience 
that counselling psychologists should be after, but a tailor made process-based 
intervention, based on a deep understanding of the person within his/her environment.
A popular approach to promoting resilience in children and adults is by designing and 
implementing intervention programs aimed at teaching skills, challenging attitudes 
and modifying behaviour. The rationale behind these approaches seems to rest on the 
assumption that these interventions will then be translated into protective factors, 
hence promoting resilience and respective competence. Programs based on one size 
fits all interventions are not likely to be optimal (Masten et al. 1998). Interventions 
aimed to promote resilience need to take into account the complexity reflected in the 
individuals’ unique experiences of risk, particularly the meanings that individuals
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give to personal events. Hence, the focus of these interventions cannot be on a 
particular skill or protective factor in isolation. Rather, it needs to be on the person as 
a whole, and in view of the numerous internal and external variables which seemingly 
influence individuals’ response to stress.
Schorr (1998) reviewed successful prevention programs and concluded that 
establishing mutual relationships of care, respect and trust between clients and 
professionals are critical components of any therapeutic intervention. In this regard, 
counselling psychologists can utilise their ability to develop effective working 
alliances with clients, which are based on trust, a non-judgemental attitude, a sense of 
care, empathy and respect, in order to help clients address the relevant issues of 
growth and change. The process aspect of counselling psychology is crucial to create 
the necessary environment for resilient behaviour to be encouraged and enacted. 
Benard et al. (1994) stress the need to focus on process rather than program. Through 
this focus, counselling psychologists could help clients understand when and how 
they manifest resilience. Another important focus would be to encourage the transfer 
of such behaviour into real life scenarios.
Conclusion
Resilience in individuals is best understood in the context of the person’s life story, or 
lifespan development. This endeavour requires the ability of counselling 
psychologists, researchers, clinicians and professionals to make use of different and 
competing paradigms simultaneously. In turn, this vrill enable further studies on the 
notion of resilience. In conclusion, the study of resilience was always grounded in a 
philosophy of hope in people’s ability to grow despite the adversities they experience. 
Perceiving and promoting resilience as a dynamic and ongoing process, with diverse 
outcomes and meanings for different individuals, will make justice to the myriad 
human life experiences.
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Suggestion in psychoanalytic psychotherapy: An exploration of definitions, 
applications and risks.
Introduction
Suggesting ideas, options and actions to others is often the first thing that comes to 
mind in social conversations, particularly when personal difficulties are being 
discussed. In such a non-clinical context, suggestion entails giving a cue or hinting or 
implying something to someone as a form of influence and in view of an outcome. 
Ducey (1995) considers suggestion as one of the fundamental bases of all human 
social interaction.
Irrespective of its common use in social conversations, the concept of suggestion does 
not feature much in psychotherapeutic literature. Lundhl (1998) contends that 
suggestion is a neglected phenomenon in psychotherapy and clinical psychology. In 
this paper, various definitions of suggestion will be discussed in view of some 
psychoanalytic concepts like unconscious mental processes, transference, counter­
transference and interpretations. The implications and risks associated with imparting 
suggestions in psychoanalytic psychotherapy will also be explored.
Definitions of Suggestion
Urdang (1968) defined suggestion as “the process of inducing thought or action 
without resorting to persuasion or giving rise to reflection in such a way as to produce 
an uncritical response” (p. 1314). This definition highlights suggestion as aimed at 
provoking either mental or behavioural outcomes in the client’s mind. It also implies a 
process by which the person who receives the suggestion accepts it in a non- 
evaluative and non-critical manner, possibly as if it was his or her own. Such view 
echoes Freud’s (1888) idea that suggestion “occurs when an idea is aroused in another 
person’s brain which is not examined in regard to its origin but is accepted just as 
though it had arisen spontaneously in that brain” (p. 82). Both views reflect very little 
about the mental process used to arouse an idea in another person. Instead these views 
focus on one aspect of the dynamic of suggestion, namely how it is accepted non- 
critically. Although it can be inferred that the ego may scrutinise the contents and not 
origin of the suggestion, Freud (1888) was not clear in his thoughts about how active 
or not the ego is.
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Bibring (1954) defined suggestion as “the induction of ideas, impulses, emotions, 
actions etc., in brief, various mental processes by the therapist (an individual in 
authoritative position) in the client (an individual in a dependent position) 
independent of, or to the exclusion of the latter’s rational or critical (realistic) 
thinking” (p. 746). This definition stresses the importance of the asymmetrical power 
relationship between the therapist and the client as an important dynamic in 
suggestion. Suggestion seems to be viewed as making use of the therapist’s power and 
influence over the client, irrespective of clients’ own critical thinking and reactions. 
According to this definition, suggestions need to be exclusive of and autonomous 
from the client’s thinking. Yet Freud (1888) proposed that suggestions are accepted as 
if they originated within the client’s mind. Again, the role of the client’s ego in 
determining the impact of the suggestion remains unclear. The mechanism of 
evaluation commonly associated with suggestions is also not featured in these 
definitions.
Kolb (1995) also views suggestion as “influencing the client through the greater 
power of the therapist and by substituting or overcoming rational and logical thought” 
(p. 58). Again the power asymmetry in the relationship is seen as the main thrust 
behind the operation of suggestion as a technique. Nonetheless, when evaluating the 
definition more closely, the reference to “overcoming rational and logical thought” 
could imply mental activities of clients that suggestions operate against. On one hand, 
the reference to logical thinking could indicate that, in fact clients do evaluate 
suggestions, hence implying the operation of the ego. However, the lack of 
explanation about how thought is overcome reduces the certainty of such a claim. 
Another implication of this view is that the process of overcoming the client’s 
thinking could make clients seem passive when faced with the therapist’s suggestion. 
This view contrasts with the assumption that in psychoanalytic psychotherapy, clients 
are active, both at a conscious and unconscious level. The extent of this activity is 
reflected in how clients influence the dynamics of transference and the therapeutic 
relationship. In this regard, contrary to finding no challenges, suggestions could face 
strong obstruction at an unconscious level, in the form of patients’ resistance or use of 
other defence strategies.
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The definitions of Bibring (1954) and Kolb (1995) both seem to isolate suggestion 
firom the dynamics of therapy, by focusing almost exclusively on the power 
asymmetry in the therapeutic relationship. These definitions also seem to echo 
McDougalTs (1908) view of suggestion as “a process of communication resulting in 
the accepting with conviction of the communicated proposition in the absence of 
logically adequate grounds for its acceptance” (p. 100). In this sense, suggestion is 
considered to follow a concealed process which somewhat bypasses the reality driven 
scrutiny of the ego and yet creating the impact it was designed to produce. It is hard to 
think of clients as active and free, yet being unable to scrutinise suggestions. In 
contrast, McDougall’s (1908) use of terms like “accepting” and “conviction” presents 
a view indicating that the client’s ego is actively interpreting and processing 
suggestions. On the other hand, use of such terms could be implying the power and 
influence of suggestion over the autonomy of the clients’ thinking. If this is true, a 
practical dilemma in the workings of suggestion is presented. The dilemma is about 
the reference to suggestions as “overcommg rational thought” or ego, whilst 
indicating the operation of the client’s will.
Suggestion in psychoanalytic psychotherapy
At face value, suggestion and psychoanalytic psychotherapy do not seem to go 
together. Suggestion appears more relevant to other psychotherapies like rational 
emotive therapy and cognitive-behavioural therapy which involve a more directive 
therapist. When considering psychoanalytic psychotherapy as a non-directive 
psychotherapy, this could imply that it is free from suggestion. However, some 
dimensions of the analytic frame like the fee composition, room set-up and the 
psychotherapist’s mental stance could be seen as suggestions, in that they may 
indicate what to expect from psychoanalytic psychotherapy. Paniagua (2003) 
maintains that no methodology can be completely free from suggestion. Ducey (1995) 
also suggests that in psychoanalytic psychotherapy, influence through suggestion can 
be even more pervasive as both client and therapist are not fully aware of the subtlety 
and power of the transference relationship between them.
In his “papers on hypnosis and suggestion”, Freud (1888-1892) distinguished between 
direct and indirect suggestion. He considered direct suggestion as having an impact 
insofar as the client’s will permits while an indirect suggestion gives rise to hysteria.
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This distinction highlights indirect suggestion as subtler and operating at an 
unconscious level, which in turn could be the most pertinent form of suggestion 
present in psychoanalytic psychotherapy.
Suggestion in transference
Transference is very central to the framework of psychoanalysis (Joseph, 1985), 
together with counter-transference, projections, defence systems and object relations.
It was Ferenczi (1909) who first linked suggestibility with the notion of transference 
as he noted the link between suggestibility in hypnosis with the transference of 
infantile fears and erotic desires toward parents onto the hypnotist. Jung (1935) 
referred to transference as “a specific form of the more general process of projection 
that carries over subjective contents of any kind into the object” (311-312).
When exploring the definitions of suggestion in light of the phenomenon of 
transference some problems could arise. Transference and counter-transference are 
considered as intricate and unconscious processes independent of conscious or logical 
thinking (Fordham, 1960). If suggestion is taking place in the absence of the client’s 
logical thinking, then this could mean that it is part of the transference relationship. If 
this is true, and since it is believed that the transference reflects the client’s material, 
then suggestion is not really independent of the client’s thinking but actually 
originates from it. This could also occur when suggestion originates from counter­
transference issues of the psychotherapist, which in turn are also related to the client’s 
material. On the other hand, when suggestion is operating through transference and 
counter-transference, which are both unconscious processes, then it could truly 
manage to overcome the client’s logical thinking by operating at this unconscious 
level and still influencing the client accordingly. Kolb (1995) suggests that for 
suggestion to be effective, it must operate on the level of transference.
Ferenczi (1909) pointed out that when one compares the definitions of suggestion and 
transference, it is easy to find strong importance attached to the role of unconscious 
communication process between therapist and client. Although suggestion and 
transference are both considered to operate at the unconscious level, they are also seen 
as different processes. Theoretically, even the importance attached to the transference 
relationship could be considered as a suggestion, in that the client is encouraged to
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consider the analysis of transference and counter-transference as therapeutically 
imperative. However, the importance attached to the identification, interpretation and 
understanding of transference could present a theoretical problem. The difficulty 
arises when realising that, for the analysis and understanding of transference to occur, 
clients inevitably require the use of their faculty for critical and logical thinking. 
According to the definitions of suggestion presented above, suggestion is seen as 
overcoming and overriding the client’s application of critical thinking. In this sense, 
how can we consider the processing of transference as a suggestion, when it is clear 
that a degree of conscious and logical thinking is warranted? In turn, an alternative 
view could present suggestion as making an impact on the client, without him/her 
ever understanding its nature and dynamic, and the process it took to produce the 
impact that the client experiences. At best, such a view appears miraculous and at 
worse potentially unrealistic.
Suggestion in interpretation
Interpretation is one of the cornerstone techniques of psychoanalytic psychotherapy 
focusing on making the unknown known and change chaos into meaning to the client. 
Laplanche and Pontalis (1968) defined interpretation as the verbalisation of the 
analyst of latent meaning of the material. According to Freud (1911) interpretations 
became necessary for the therapist to draw conclusions from the ideas expressed by 
clients.
Amidst the confusion, anxiety and lack of clarity that clients often experience, 
interpretations are thought to provide explanations that facilitate meaning, insight and 
awareness. As such, interpretations could be regarded as suggestions, since they 
provide new ideas and perspectives that influence clients. If this is the case, then 
suggestion in interpretation originates from the conscious rather than the unconscious 
level of the client. When considering the origin of interpretations however, another 
problem is identified. Yorke (1971) discussed how “an interpretation often seems to 
stem from theoretical assumptions rather than from the client’s material” (p. 152). In 
this scenario, the therapist attempts to convince the client that the suggestion being 
offered in the form of an interpretation, whether theoretically driven or not, reflects 
what is going on in his/her mind. Since suggestion is considered to act in a way as to 
produce an uncritical response (Urdang, 1936), then how could an interpretation be
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scrutinised by clients? Another possible risk is that interpretations and suggestions 
will be based on creativity or verbal dexterity instead of an observational rigour aimed 
at searching and finding meaning. Spence (1982) claims that, “simply by putting 
something into words gives it a certain kind of authenticity” (p. 137). This seems 
highly plausible when considering the authority that therapists have in their role. In 
turn, the therapeutic goals of the client could become sidelined.
When interpretations stem out of the therapist’s counter-transference or his/her own 
associations with clients, and/or a convolution of these, it is likely that they will have 
far less suggestive ability than those which give greater consideration to the client’s 
ego, which is analysed on the basis of what is experienced and observed by both client 
and therapist (Paniagua, 2003). This would therefore warrant a process of identifying 
and distinguishing the client’s material from suggestion, which is considered difficult 
to achieve (Hinshelwood, 1997). In this practical and theoretical uncertainty, it is very 
difficult to ascertain whether a suggestion is indeed a suggestion or not. This 
difficulty is exacerbated when considering how psychotherapists from various 
psychoanalytic orientations practice interpretation. In an interesting research project. 
Fine and Fine (1990) found that Kleinian and Kohutian analysts stated all their 
interpretations in a definitive manner with a sense of certainty and conviction, 
whereas classical analysts tend to be less declarative.
Use and risks of suggestion
Suggestion can be used as a curative technique aiming at altering attitudes, views, 
fears and other psychic features (Kolb, 1995). An example of this was Freud’s (1892) 
case of curing the woman with post-natal refusal to nurse her baby by suggesting that 
she angrily demanded the food for herself. The use of suggestion is also implied when 
hospitalised clients are given discharge dates, which at times could be seen as a 
suggestion in the direction of their cure and recovery. Another use of suggestion is 
shown in the following excerpt of a session I had with a client. The client, a middle- 
aged married man, was recounting how his sister told him that their father had been 
abusing her.
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C l: I feel very guilty about it... I feel that I did not help my sister at all where she
needed me most. When she told me what was going on, I only said “oh maybe 
I can play with my mother then”
T1 : How old were you at the time?
C2: I was 7 years old but I had a very vague idea that something was not normal at
home but I never imagined it would be like that.
T2: How could you have responded differently at your age?
C3: Well I don’t know, all I know is that I should have helped her, something that
I clearly did not do.
The aim of this intervention was to suggest to the client that, at his very young age, he 
did what he could to deal with a very difficult situation. By implication, the 
suggestion was aimed at helping the client relieve himself of the sense of 
responsibility and guilt he was experiencing. The intervention claims to do so by 
encouraging his ego to examine his view of the situation and identify a view of self 
which is more realistic than the view promulgated by the workings of the superego, as 
reflected in the client’s use of phrases like ‘should’. Whether or not T2 fulfilled this 
aim is debatable and cannot be established without taking other variables into 
consideration. C3 indicates that the aims of T2 were not achieved, which highlights 
the fact that the effect of suggestion depends on multiple variables.
My intervention also rests on the theoretically driven assumption that the client 
experienced a harsh superego. Although this could be right, this is simply a theory 
driven notion suggesting that the client’s feelings and reactions emanated from the 
presence of a harsh superego in his personality dynamics. The client’s reaction in Cl 
and 02 could well be linked to other experiences, memories and events which were 
not addressed by my intervention. Further, the assumption behind T2 limited the 
option for discovery, analysis and insight. Also, my suggestion in T2 potentially 
hindered the client from directing his attention to repressed material and other 
dynamics of his personality structure.
Another risk in using suggestions in this way is that they could distort the nature of 
problems, as they are presented by clients. This reflects the ability of suggestion to 
alter the client’s association and possibly alienate clients from their real issues.
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Kolb (1995) suggests that this distortion could occur whenever suggestions are used 
irrespective of the therapists’ intentions. Perhaps this echoes the effect of the authority 
and power that therapists possess in the analytic relationship.
Kolb (1995) considers suggestion as contaminating the transference relationship. For 
example, this happens by creating and fostering a transference relationship that 
precludes termination of therapy and nurtures the client’s dependency on the therapist. 
In other words, suggestion may foster dependency of the client on the therapist. In 
contrast, Loewenstein (1951) noted that the more the analytic technique is focused on 
the client’s structure of defence, the less the client’s discoveries and reactions seem 
dependent on the personality of the therapist.
On the other hand, suggestion can take the form of communicating hope, positive 
regard and reassurances to clients suffering from depression or experiencing grief. 
Suggestion can also communicate opportunities and possibilities for change to clients 
suffering from depression, who usually report experiencing a sense of hopelessness, 
helplessness and negativity. Psychotherapists often communicate these suggestions 
through their attitude, behaviour and being during therapy. In this sense, the empathie 
stance of psychotherapists could be seen as a powerful and therapeutic suggestion.
Conclusion
Although suggestion is ubiquitous in human interaction, in therapy it is usefully seen 
as an indirect phenomenon. This dimension makes suggestion a difficult topic, 
particularly within psychoanalytic psychotherapy. However, the fact that it is difficult 
to detect does not render it absent. Rather, it makes it more important to investigate 
and explore. The psychotherapist’s own reflection and supervision would help in 
identifying the verbal, non-verbal, conscious and unconscious manners in which s/he 
could be imparting suggestions to clients. In this context, additional information is 
needed about the effects and impact that suggestion has on clients and therapy itself. 
Otherwise, suggestion as a phenomenon and technique could remain in the theoretical 
terrain of the unclear, but still having a practical impact in psychoanalytic 
psychotherapy.
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In cognitive behavioural therapy (CBT), how would the therapist understand 
and work with difficulties that arise in the therapeutic relationship? Illustrate 
with example from your own practice.
Introduction
In order to answer this question, I believe it is crucial to briefly discuss the role and 
value of the therapeutic relationship in counselling psychology and psychotherapy. 
This essay will also explore the role that the therapeutic relationship plays in 
cognitive behavioural therapy.
The therapeutic relationship
Holmes and Lindley (1989) define psychotherapy as “the systematic use of a 
relationship between therapist and patient -  as opposed to pharmacological or social 
methods to produce changes in cognition, feelings and behaviour” (p. 3). This 
definition highlights the therapeutic relationship as not only central to therapy, but 
also as an effective vehicle for change. Norcross (2002) regards success in 
psychotherapy as best predicted by the properties of the patient, the therapist and their 
particular relationship. Rozenweig (1936) also argues that the most significant 
benefits in therapy come from what he termed unrecognised factors or core 
ingredients, which includes the relationship between the therapist and the client. 
Yalom (2001) contends that the interpersonal relationship has “monumental 
importance to the social scientist and the contemporary therapist” (p. 47).
Furthermore, Padesky (2000) considers the therapeutic relationship as the cornerstone 
of psychotherapy. There is no reason that suggests that the therapeutic relationship is 
not equally important in cognitive behavioural therapy (CBT).
Cognitive behavioural therapy and the therapeutic relationship 
The main tenet of CBT is that thoughts, beliefs, attitudes and perceptual biases 
influence the way we experience our feelings and their intensity (Kirk, 1989). In this 
regard, cognitive behavioural therapy focuses on helping clients identify, understand 
and evaluate their beliefs, assumptions and schemas about self, others and the world. 
In turn, this will lead to the alleviation of emotional and behavioural symptoms, 
which are replaced by more adaptive thoughts, feelings and behaviours.
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This account of one of main aims of cognitive behavioural therapy suggests a dry, 
mechanical and somewhat less human therapeutic endeavour. Indeed, the process of 
cognitive behavioural therapy sometimes appears to be mechanistic with very little 
attention given to the role of the therapeutic alliance. The theoretical framework of 
CBT has been widely criticised for failing to give due importance to the therapeutic 
relationship. Safran (1990), and Safran and Segal (1990) criticised this model of 
cognitive behavioural therapy for its insufficient attention to interpersonal and 
environmental variables. Proponents of other psychotherapeutic approaches also 
judge CBT therapists to be too task-oriented, at the expense of an appreciation of the 
process between the therapist and the client. This criticism seems to particularly refer 
to the early days of cognitive behavioural therapy when therapists were encouraged to 
apply problem-solving techniques, when faced with various problems like 
absenteeism and resistance. This would seem to suggest very little appreciation of the 
dynamics of the therapeutic relationships, whilst reinforcing the view of cognitive 
behavioural therapy as dry and mechanistic. Although in literature about CBT it is 
becoming more common to find articles about the therapeutic relationship, Hyer et al. 
(2004) still consider such treatment of an important concept in therapy as ‘loose’.
A closer look at the practice of cognitive behavioural therapy suggests that the 
therapeutic relationship is seen as important. In fact. Beck (1979) endorsed the 
importance of the collaborative relationship in cognitive therapy. Beck (1979) did not 
only posit the philosophical foundations of cognitive theory and therapy, but also 
reflected upon the relationship required for the therapy to be successful (Beck, 1976). 
The term ‘collaborative empiricism’ was coined by Beck (1979) to refer to the 
alliance needed between the therapist and the client to develop hypothesis about the 
problem, relieve symptoms and achieve change. In particular. Beck et al. (1976) 
argued that, “if the therapist shows the following characteristics, a successful outcome 
is facilitated: genuine warmth, acceptance, and accurate empathy” (p. 221). These 
characteristics echo the principles of the person centred therapy as posited by Rogers 
(1957). Implicitly, Beck’s statement suggests that an effective therapeutic relationship 
is the environment and space within which the goals of CBT can be achieved with the 
client. As such, the therapeutic alliance is considered as a human and emotional 
‘container’ where the client’s distress is assessed, hypothesised about and modified, in 
view of a better emotional adaptation. To achieve this, the therapist needs to possess
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the qualities proposed by Rogers (1957) whilst the client needs to experience the 
impact of these therapeutic attributes of the therapist. In this regard, Beck’s (1976) 
statement seems to suggest that the therapeutic relationship is necessary for cognitive 
behavioural therapy to be successful. However, nothing is said about how the 
therapeutic relationship could be utilised as an integral part of the therapeutic process 
in CBT. Consequently, this portrays a view of the therapeutic alliance as a passive 
ingredient rather than an active component of the process of cognitive behavioural 
therapy.
Robins and Hayes (1993) consider the nature of the therapeutic relationship in 
cognitive therapy as being somewhat different than in other therapies. Raue et al. 
(1993) found a difference in the therapeutic alliance developed in cognitive therapy 
and psychodynamic therapy. In CBT, the collaboration between the therapist and the 
client seems to be more overt and worked upon in a direct manner. The immediate 
focus on the client’s goals, together with the practical focus on activities in and out of 
therapy sessions highlight an emphasis on the client-therapist collaboration right from 
the start of therapy. In doing so, it is assumed that the client’s input is crucial in 
identifying and changing the different factors maintaining his/her problem. In fact, 
both therapist and client, assuming that the therapeutic alliance is sound and effective, 
form a team with shared goals, an agreed plan and a desire to change. This manifests 
that, apart from the cognitive therapists’ expertise, CBT also requires a collaborative 
and human alliance between the therapist and the client.
Hyer and Kramer (2004) suggest that the therapeutic alliance plays an important role 
in the application of cognitive therapy with older adults. Older adults placed particular 
emphasis on trust building, collaboration and the affective bond between the therapist 
and the client. This form of relatedness between older adult clients and therapists is 
seen as very important (Hyer, 1999). I also consider this form of relatedness as being 
crucial to CBT when applied to other client populations as well. In an evaluation 
study of 367 chronically depressed patients receiving cognitive behavioural therapy 
alone and with medication, Klein et al. (2003) found that the early therapeutic 
relationship significantly predicted improvement in depressive symptoms. Horvath 
and Symonds (1991) also showed that the stronger the therapeutic alliance is, the 
better the outcome of therapy.
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The effective use of the therapeutic relationship in CBT is becoming more prominent 
over time. In particular, CBT therapists realised that the more complex clients’ 
problems were becoming, the more challenging it was becoming to establish and 
maintain an effective therapeutic relationship with clients. Clients’ resistance, 
absenteeism, avoidance and other reactions to the therapist’s interventions were no 
longer addressed by applying problem solving strategies. These strategies were being 
found to be ineffective to deal with such therapeutic challenges (Young, 1994). 
Increasingly, the therapeutic relationship started to be considered as a rich source of 
information about the client’s interpersonal difficulties (Newman, 1994,1998). CBT 
therapists realised that the therapeutic relationship needs to be active, dynamic and 
informative.
Interpersonal schema and the therapeutic relationship
Robins and Hayes (1993) posit that the interpersonal schemas are frequently the most 
important schemas that need to be worked with in psychotherapy. In an effort to 
introduce a framework for the use of the therapeutic relationship in cognitive 
behavioural therapy. Safran and Segal (1990) integrated concepts from interpersonal 
theory into cognitive therapy. The focus on how interpersonal experiences develop 
into internal working models and possibly maladaptive schemas became an intrinsic 
aspect of CBT. Based on Bowlby’s work (1969), the internal working model 
highlights that schemas are not only present in one’s emotional life but also impact 
one’s behaviour and outcome in relationships. In this sense, the therapeutic 
relationship between the client and the cognitive therapist is not an exception. The 
basic tenet here is that these interpersonal schemas will be enacted in the therapeutic 
relationship (Beck et âl. 1990). This requires CBT therapists to adopt various methods 
in helping individuals to uncover, understand and modify interpersonal schemas. It 
would seem that one of the most enriching, valuable and influential ways to do this is 
to utilise and attend to the therapeutic relationship between the therapist and the client 
(Jacobson, 1989; Safran & Segal, 1990). More specifically, one of the roles of the 
CBT therapist is not only to identify and expose schemas, but also to create the 
appropriate therapeutic alliance through which the client can be offered the 
opportunity of an alternative interpersonal experience. As a result, the modification of 
maladaptive interpersonal schemas will be further facilitated (Wills & Sanders, 1997).
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Utilising the therapeutic relationship to identify, explore and modify the clients’ 
maladaptive schemas is considered to be a dynamic process that needs constant 
attention. It requires a focus on what goes on between the client and the therapist, and 
also on what happens within the therapist and the client during the therapy sessions. I 
believe that the CBT therapist will need to pay close attention to his/her own reactions 
to clients in the therapeutic relationship, and avoid becoming emotionally engulfed 
into their schemas and interpersonal world. This is not easy to achieve, as it requires 
an ability to move in and out of the ‘here and now’ of the relationship. Adopting the 
stance of participant-observer is clearly one of the most effective ways of being able 
to be in the ‘thick of things’ of the therapeutic relationship, and yet maintain the 
ability to know what is really going on. Furthermore, it is also imperative that the 
CBT therapists are aware of their own schemas and their potential impact on the 
therapeutic relationship. Failure to do so is likely to result in a serious impediment to 
their ability to be participants-observers, and to effectively use the therapeutic 
relationship to help clients achieve change.
Examples from therapeutic work
My belief in the importance of the therapeutic relationship was further reinforced 
following my experience of the two CBT oriented placements during my training. In 
the following examples, I aim to demonstrate how, by attending to the multi-facets of 
the therapeutic relationship, the aims of cognitive therapy could be supported.
Ms Fox, a 44-year old divorced mother of two sons, came for therapy because of her 
problem with alcohol and depression. After three sessions it was still very difficult for 
me to achieve a good and clear understanding of her real issues and what our 
therapeutic goals could be. In a sense, I was struggling to get Ms Fox to be clear on 
and commit to a therapeutic contract, without which no degree of collective 
empiricism could be achieved. By adopting an observer stance I realised how she tells 
stories in order to respond to my interventions and questions. It was as if she 
experienced me as someone who can listen to anything without having any reaction. 
This made me feel irritated, as I realised that we have not yet achieved a therapeutic 
focus and that we were possibly wasting time. On the other hand, I was also aware 
that this potentially reflected her need to share her feelings. Further, I was also very 
aware of my bias towards action and intolerance of idleness, which could have been
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influencing my reactions. After four sessions with Ms Fox I felt confident that we had 
developed an adequately safe and secure relationship. Hence, I decided to share my 
thoughts about our relationship with Ms Fox. At first, I felt like I was talking to a pre­
programmed person, who answered me by telling me even more stories. My 
annoyance grew stronger, but I tried to keep it under control and use it to reinforce my 
resolve to address what was happening between us. In another attempt, she responded 
in a highly relevant and revealing manner. She related her ‘story telling’ with her 
view of herself as a “good actress” and to how important it is for her to please others. 
Ms Fox emphasized that if she did not act or please others, she then became 
depressed. I then proceeded to help Ms Fox explore whether she is pleasing me by 
telling stories. We continued to explore and test her assumption that, in order to feel 
good and avoid feeling sad, she needs to please others. Therefore, by using the 
therapeutic relationship, we uncovered underlying assumptions like, ‘I must please 
others to feel worthy’ and ‘if I act, then I vdll get recognition’, and possibly a negative 
schema of self like, ‘I am unlovable’. I think that this focus facilitated the search for 
understanding the client’s internal world and how it was enacted and maintained in 
relationships. Inevitably, the therapeutic relationship was nurtured by a focus on what 
goes on between the therapist and the client. This element of the therapeutic 
relationship is considered as crucial in the building of trust and agreement on goals 
between client and therapist (Bordin, 1979; Gaston, 1990).
I was finding it difficult to help Mr Slough, a 42-year old single man with an alcohol 
problem, to evaluate the false assumptions he made in his assessment of how he copes 
with alcohol. It soon became clear that one of the reasons for my difficulty was that 
he was adopting the ‘yes, but’ approach to my interventions. As a result, I decided to 
focus more on the ‘here and now’ of our relationship. By doing so, I was able to 
realise that the client’s use of the ‘yes, but’ responses, was possibly one way through 
which some of the underlying beliefs were being maintained. Dysfunctional 
assumptions like ‘if I do not feel the fear, then I will relapse’ and ‘be vigilant about 
feeling good, because then you will drink’ were identified and explored. In a sense, 
the ‘yes, but’ responses were potentially maintaining these underlying dysfunctional 
assumptions, which in turn potentially helped him stay sober. It is highly likely that, 
without focusing on the ‘here and now’ of the relationship, these assumptions would
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not have been unearthed so effectively in our sessions. In addition, it also gave us the 
opportunity to deepen our understanding of his fear of coping with alcohol.
In both examples, the aim was to explore some of the covert intricacies of the 
therapeutic relationship, which are considered to impact therapy. I believe that in both 
cases, addressing the therapeutic relationship led to a stronger collaboration between 
us and better results. The therapeutic relationship is also viewed as a mirror of the 
client’s internal assumptions, beliefs and schemas, which CBT aims at accessing, 
understanding and modifying. Another indirect effect of this focus is that the client is 
also encouraged to think about how the therapeutic relationship mirrors his/her 
relationships outside therapy. By exploring the interpersonal dynamics within the 
therapeutic relationship, clients could be assisted to transfer the changes experienced 
in the therapeutic relationship to other relationships. Working with the therapeutic 
relationship in order to achieve changes at a cognitive, emotive and behavioural level, 
appears to be a richer and more dynamic process, than merely achieving change 
through the use of practical strategies.
Conclusion
I believe that the main challenge facing CBT therapists is to become more attune and 
attentive to the therapeutic relationship. In this context, the therapeutic relationship is 
best perceived as not only a necessary condition for therapy but also as a dynamic 
source of experience and change for the client and the therapist. In a sense, by using 
the therapeutic relationship in cognitive behavioural therapy, therapists are adding a 
valuable source of clinical experience and expertise to their portfolio of clinical skills, 
strategies and techniques. Furthermore, if utilised properly, the therapeutic 
relationship provides useful and important information about the structure and 
contents of the client’s assumptions, beliefs and schemas, which essentially remains a 
challenging task to achieve.
In conclusion, I believe that the works of Safran and Segal (1990), on introducing 
concepts from an interpersonal theory to CBT, together with the development of 
schema- focused therapy, underline the importance of utilising the therapeutic 
relationship in a dynamic fashion. As such, the therapeutic relationship remains vital 
in fulfilling one of the main tenets of CBT namely, adaptive change. Essentially, CBT
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therapists, like psychodynamic and person-centred therapists, could perceive the 
therapeutic relationship as a live and dynamic experience, which provides golden 
opportunities for change and improved psychosocial adaptation of clients.
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THERAPEUTIC PRACTICE DOSSIER
Introduction to the Therapeutic Practice Dossier
The therapeutic practice dossier includes brief descriptions of the three, one-year 
long, placements that I experienced throughout the three years of my training. It also 
includes my final clinical paper, which gives an account of my personal and 
professional development as a counselling psychologist.
It is important to note that, in order to protect clients’ confidentiality, details of all 
individual clients mentioned in my work have been altered and every client was given 
a pseudonym. Details about placements’ locations and placement supervisors have 
also been excluded.
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Year Placement: NHS Assertive Outreach Service
This placement was an assertive outreach service serving a population of clients 
experiencing severe and enduring mental health problems like depression, phobias 
and psychoses. The service employed a number of clinical psychologists, a consultant 
psychologist and psychiatrist, together with a number of social and support workers, 
nurses and occupational therapists.
Clients were usually assessed by a psychologist or a consultant psychiatrist, and then 
either referred for psychotherapy or included in a waiting list. Clients were also 
provided with other psycho educational and job skills groups aimed at helping them 
improve their interpersonal functioning and employability.
The contract with all the clients I worked with was long-term and lasted until the end 
of my placement. The therapeutic approach used in this service was based on the 
cognitive-behavioural theory. In this placement, I received weekly supervision from 
my supervisor, who allowed me to formulate from a cognitive-behavioural 
perspective but also encouraged me to give due attention to the therapeutic 
relationship in my work with clients. My experience of this placement was a very 
positive one, both intellectually and professionally.
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2"^  Year Placement: An NHS psychoanalytic psvchotherapv unit
The placement was located in a psychoanalytically oriented psychotherapy clinic, 
which formed part of a mental health trust offering services to children, adults, 
couples and families. The clinic employed a number of consultants and senior 
psychotherapists, together with a compliment of 20 trainee psychotherapists on 
placement.
The majority of clients suffered from psychosocial problems ranging from depression, 
anxiety disorders to phobia and psychosis. Following the referral, who was made 
either by a GP or a psychiatrist, clients were typically offered an initial assessment, 
which was conducted by either a consultant psychotherapist or a qualified 
psychotherapist. Clients were then either included in a waiting list for individual or 
group psychotherapy, or referred elsewhere.
This was a highly enjoyable and intellectually stimulating placement, where I learnt a 
great deal about psychoanalytic theory and therapy. Apart from my weekly 
supervision, which was very helpful and stimulating, I actively participated in a 
weekly video case presentation. Every other week I also participated in a clinical 
paper presentation and case presentations, which were presented by trainee therapists. 
I enjoyed these sessions very much, as they provided me with an opportunity to not 
only learn from seasoned professionals but also to receive excellent feedback on my 
theoretical views and practical work.
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3"^  ^Year Placement: An NHS Community Drug and Alcohol Service
This placement was a Drug and alcohol community service, which offered 
psychological, medical and social assistance to a wide variety of clients. The unit 
employed a consultant psychologist, together with a number of drug workers, nurses, 
social workers and a part-time GP.
Clients came from different backgrounds and normally experienced a substance 
and/or alcohol problem, together with other psychological difficulties like depression 
and anxiety. Therefore, a high number of clients had problems of a dual diagnosis 
nature. The majority of clients I worked with were young men with an average age of 
35. The majority of clients were normally referred by their GP or psychiatrist, while 
some were self-referred. Once referred, clients were assessed by the consultant 
psychologist who then decided what treatment option was best to pursue. Some 
clients were offered one to one psychological therapy, while others were advised to 
attend either alcoholics or narcotics anonymous meetings.
My work involved providing one to one session to clients experiencing alcohol and/or 
drug problems, together with anxiety or depression. In this role, I regularly liaised 
with care workers during the assessment and therapy stages of the process. This very 
interesting placement brought back memories of my work with a similar client 
population in Malta. Although the therapy sessions were strongly informed by the 
cognitive behavioural model, I nonetheless was given the opportunity to address the 
therapeutic relationship through utilising the psychodynamic and humanistic models. 
In this sense, out of all my placements, this placement offered the best opportunities 
to support my efforts towards an integrative approach to therapeutic practice.
I experienced the supervision during this placement as a process through which I 
could explore and evaluate the relationship between the personal and professional 
domains. As such, throughout this process I felt treated like an adult with something 
to offer and a lot to learn.
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Introduction
The aim of this paper is to discuss my ongoing personal and professional development 
as a counselling psychologist. In order to do this, I intend to explore personal 
dimensions of my training in counselling psychology, together with experiences that I 
gathered through my practical training, supervision, research and theoretical exposure.
Backdrop to professional development: On becoming a counselling psychologist
There is only one corner o f the universe you can be certain o f  improving, and that’s 
your own self
Aldous Huxley (1929)
My interest and inclination towards psychological knowledge began a long time ago 
when I found myself wanting to make sense of what was going on in and around me. 
Inevitably, this was a highly arbitrary and basic endeavour but nonetheless important 
for my initial zest for psychological knowledge and understanding. Embarking on the 
doctorate programme in psychotherapeutic and counselling psychology was one route 
through which I sought to examine and strengthen my understanding of self and 
others. My focus on improving my understanding of self was grounded in a 
commitment to be of value to people who want to deepen their awareness and 
potentially achieve desired changes. This timeless endeavour for self-development 
was not without anxiety, struggle and emotional upheaval. Such dimensions of this 
process remind me of what clients possibly experience when seeking psychotherapy. 
On one hand, clients may feel hopeful about how the psychotherapeutic process can 
help them to grow and change, and on the other hand, they potentially feel anxious 
and doubtful. In my view, this paradox of human experience is one factor that makes 
counselling psychology such a creative and enriching experience.
Counselling Psychology: A relational based endeavour
As [counselling psychologists] we may not point to a truth which we have but only to 
a truth sought between us, between [clients] and [therapists].
- Trub (1964, words in brackets added)
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Woolfe (1996) defined counselling psychology as “the application of psychological 
knowledge to the practice of counselling” (p. 4). This particular application of 
psychological knowledge takes place within the context of a therapeutic relationship. 
This relationship is developed between two people, a professional and a client, whose 
aim is to achieve the same goal namely, the promotion of the client’s psychosocial 
well-being. Apart from the role of research in informing the application of methods in 
counselling psychology, two key attributes of the profession stand out in the 
evaluation of this definition, namely: 1) the use of the therapeutic relationship, and: 2) 
the emphasis on the well-being of clients.
Numerous theorists have emphasized the central role of the therapeutic alliance 
between therapist and client (Bowlby, 1969; Bugental, 1978; Clarkson, 1995; May, 
1983; Rogers, 1956). Irrespective of the many differences between the various 
theoretical models, the necessity for an encounter between therapist and client 
remains essential (Wahl, 2002). In a meta-analytic review of the psychotherapeutic 
process, the strength of the therapeutic bond was found to be significantly related to 
positive client outcome (Orlinsky, Grawe & Parks, 1994). Bowlby (1969) refers to the 
first task in therapy as being the provision of a secure base to the client. Two other 
psychodynamic theorists refer to the impact of this base as ‘holding’ (Winnicott,
1971) and ‘containing’ (Bion, 1963). Furthermore, Rogers (1957) considers empathy, 
unconditional positive regard, genuineness and congruence as necessary conditions in 
order for therapy to promote healing. The emphasis on the therapeutic relationship 
and its close links with the person-centred theory reflects the philosophical, 
ideological and pragmatic affinity between counselling psychology and the 
humanistic tradition. Another particular characteristic of this tradition, which is also a 
fundamental tenet of counselling psychology, is the belief in the innate human 
tendency for self-growth. This is well captured in Bowlby’s (1969) view of the human 
psyche as similar to human bones with a strong propensity towards self-healing and 
growth.
The emphasis on the role of the therapeutic relationship in counselling psychology, 
clearly has an implication on the formation and development of counselling 
psychologists. It certainly had an impact on my development and became one of the 
major conceptual shifts that I experienced in my view of counselling psychology and
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its practice. Prior to this shift one of my most pertinent questions was, what do I need 
to ^  to help this client? With a better appreciation of the value of the therapeutic 
relationship in therapy, the question of how do I need to ^  in order to help create a 
relationship that promotes the client’s self-disco very and development, became a 
highly significant one. Spinelli (1994) considers the emphasis on the being rather than 
doing as a beneficial element in therapy. In turn, this conceptual shift encouraged me 
to regard the development and nurturing of an effective therapeutic alliance as an 
important focus of my work. As a result, I became more aware of the importance of 
being genuine and congruent, rather than solely relying on theory. Using my ‘self in 
the process of therapy became more central in my attempts to experience a therapeutic 
relationship that will be effective to the client. In this process, I began to risk more 
and increasingly started to allow myself to experience the client on a deeper and more 
enriching emotional level.
Hycner (1993) discusses how the therapist needs to first be available to others as a 
human being and then be a professional trained in the methods of counselling 
psychology. This suggests the interplay between the psychologist’s own humanity and 
the professional role s/he is fulfilling. According to Yalom (1980) it is the fact that 
both counselling psychologist and client are humans, and therefore immersed in all 
that pertains to human existence, which permits the therapeutic encounter to take 
place and facilitate understanding. From an existential perspective, this view echoes 
Buber’s (1958) emphasis on “the between” and “interhuman” in therapy as the source 
of meaning. The capacity to feel able to with clients and fully experience a 
meaningful and therapeutic being-with remains one of my fundamental challenges as 
a counselling psychologist. More specifically, I consider finding and exercising this 
capacity with different clients, each with his/her unique individuality, as the ultimate 
challenge. In this sense, it is much easier although less useful, to use theory and avoid 
the inherent anxieties of connecting vith  and entering people’s inner world. However, 
I consider it necessary to embrace this human and professional anxiety if I want to 
aspire to achieve what Jung (1928) suggested, that is to truly create a new therapy for 
each different individual.
43
Theory; A necessary framework not dogma
That is why Isay  to any beginner: learn your theories as well as you can but put them 
aside when you touch the miracle o f  the living soul Not theories but your creative 
individuality alone must decide.
Carl Jung (1928, p. 61)
The role of theory in the practice of counselling psychology is understandably 
considered as one of the main pillars in the training and continuous professional 
development of counselling psychologists. However, this does not implicitly position 
theory as the most important and influential factor in therapy, when compared with 
other factors. In this regard, my constant challenge is to find creative and useful ways 
to apply theory with clients without allowing it to become a smokescreen for the 
uniqueness and humaneness of therapy. Achieving this is never easy, particularly 
when different theoretical schools put varying degrees of stress on the role of theory 
in therapy. My strong interest in the learning of theories and the tendency to 
intellectualise emotions and experiences make this process more challenging.
Beitman (1992) contends that rigid psychoanalysts and behavioural therapists 
continue to deny the value of each other and of possibly other theoretical models, and 
insist that their models reflect the entire truth. Apart from such views potentially 
leading up to an unnecessary degree of intellectual monopoly and fundamentalism, 
they possibly stifle the creativity and the humanity inherent in the practice of 
counselling psychology. By strictly adhering to theory, the therapist may be 
potentially losing the opportunity to connect with the individual on a human level. My 
tendency to counterproductively use theory based interventions with clients is one 
way in which at times I fail to meaningfully engage with clients. This shortcoming 
angers me because it clearly obstructs the opportunity to experience the richness of 
the human pathway to meaningful connectedness. The following excerpt from my 
work with Ms Dina clearly illustrates this.
Cl: I  am sure you know as I  think you know what is going on. I  see you listening
and I  think you must have it all figured out. But on the other hand, you are not
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telling me what is wrong and I  keep asking the same questions. I  am getting 
anxious not knowing what is wrong and what needs to be done for it to go 
away. Or perhaps lam  always going to be like this for the rest o f  my life. At 
least my children are not growing up anxious.
Tl: I  sense that my refusal to answer your questions and provide solutions,
possibly similar to what your mother and sister did, is making you feel even 
more anxious and helpless.
C2: Yes, because other than that I  do not know how else I  should go about it. I
expect therapy to be like that. People are listened to, told what is wrong and 
how to fix  it.
T2: Also, this expectation could be reflecting the pattern o f  relating that was
developed with your sister and mother. In their physical absence, such a 
pattern is still very influential in our relationship and perhaps in your 
relationship with your husband.
C3: You mean I  do this also with my husband. But how does it happen? I  am not
sure that I  can see that.
My response in T2 clearly illustrates a theory driven intervention, which could have 
been much more personal and reflective of the ‘there and then’ moment in the session. 
This personal tendency or bias to use theory primarily reflects my difficulty to express 
emotions as a person. It is much easier for me to think through or intellectualise my 
emotions rather than experience and express them. With clients, this tendency is 
sometimes manifested in my use of theories, which serve to hinder the expression of 
my emotional experience of the client. Wahl (2002) describes how counselling 
psychologists may be blocked from encountering their client by unnecessary 
adherence or conformity with a theoretical model. Yalom (1989) considers the 
therapeutic encounter as a caring, deeply human meeting between two people, which 
is very much at the heart of counselling psychology. In this context, I believe that 
theory had and still has a central place in my development as a counselling 
psychologist. However, my challenge as a counselling psychologist is to avoid using 
theory as an unconscious or conscious defensive shield for the insecurities, anxieties 
and doubts inherent in experiencing the therapeutic reality. By addressing this 
challenge in every session with clients, the aim to adopt a person driven rather than a 
model driven approach to therapy, will be facilitated. In turn, this will increase my
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chances of achieving an understanding of the client as close to the truth as possible. In 
trying to do so, I think it is very useful to view humans as complex beings and 
therefore unable to be hilly and completely captured by a single or a combination of 
theories. In this situation of theoretical incompleteness, theoretical models and 
associated techniques could best be considered as tools to be used by the counselling 
psychologist alongside and not in replacement, of the therapeutic encounter. Binns’s 
(2001) use of the term ‘toolbox metaphor’ reflects well this view of theory and 
technique as aids to the therapeutic process.
I used to perceive my role as a counselling psychologist as being similar to the role of 
a technician who applies techniques and skills based on theories and research to help 
people achieve the desired outcome. Although my commitment towards learning 
theories and techniques is still very strong, so is my willingness to become more 
capable of engaging with clients as a person and then as a counselling psychologist. In 
doing so, I intend to consider theoretical models and techniques as means to an end, 
and not as dogma or representations of the entire truth. In this sense, throughout my 
training I have cultivated a growing interest in the existential phenomenological 
theory, since I view this framework as helping me become more human and creative 
as a counselling psychologist. My readings of the existential-phenomenological 
theory, particularly the intense humanity present in Yalom’s work with different 
clients, ignited my interest in the existential framework. Although I still cherish the 
vastness, immensity and beauty of various psychodynamic theories, the humanity and 
person focus of the person centred theories, and the practicality of the cognitive 
behavioural theories, I now see these as models of human behaviour and not the truth. 
The idea of theories as models and not as dogmatic truth underpins the humanistic and 
existential phenomenological theoretical and therapeutic movements. As such, theory 
has become another instrument in my tool kit, which helps me to find effective ways 
of entering in the inner world of clients.
Integration: A theoretical synergy and a personal challenge
By practising from one model's perspective we run the risk o f  limiting our experience 
o f  encounter to those aspects o f  the client described by the model
Wahl (2002)
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Hollanders (1999) considers integration to be a “process of bringing things together, 
with the implication of making something whole and new” (p. 16). To be an 
integrationist, it is necessary to weld different theories and concepts into a whole 
(McLeod, 1993). This process is by no means simple or easily attainable considering 
that at least 400 psychotherapeutic models were identified (Karasu, 1986). According 
to Polkinghome (1992) this would provide “prima facie evidence that no one therapy 
is correct” (p. 192). This quantitative diversity could have implicitly facilitated the 
onset of the integration movement within counselling psychology. Another reason 
supporting integration is that there is no significant evidence that one theoretical 
approach, as opposed to others, is more relevant to the successful outcome of 
psychotherapy (Nuttall, 2002), but rather it is the therapeutic relationship that 
promotes the beneficial effects (Clarkson, 1998).
Lees (2004) suggests that there is still some confusion in distinguishing between 
eclecticism and integration. The first attempt at eclecticism by Jerome Frank (1961) 
argued that, the existing theoretical models have elements in common that are 
conducive to a therapy that works. These elements are mainly, 1) a therapeutic 
relationship; 2) a culturally congruent narrative; 3) a dedicated space, and; 4) a 
prescription for action (Frank & Frank, 1993). Clearly, this constitutes an eclectic 
approach since it is an attempt to sew together common elements of different theories 
into a model. This development then led to another form of rationalising the 
multitudes of ways of working with clients, which is referred to as theoretical 
integration. Norcross and Grencavage (1990) refer to integration as “a conceptual or 
theoretical creation beyond a technical blend of methods that represents ‘an 
articulated framework or roadmap’” (p.ll). The goal of integration is the creation of a 
new whole or synergy rather then merely a combination of parts of existing theories 
into a new model. Two examples of integration are Clarkson’s (1995) five modes of 
relationships that she found to be potentially present in all therapeutic encounters, and 
the transtheoretical model proposed by Prochaska and DiClemente (1984) which 
refers to three dimensions of change.
Being very interested in and stimulated by theory and concepts, I regard reading and 
learning theories as very important in my development. The majority would make 
sense and appear interesting and stimulating, yet a basic question never fails to appear
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in my mind, that is, how is it possible to utilise an integrative framework in therapy 
for the benefit of clients? Which models are best suited to be integrated? On a 
conceptual level, I clearly remember warming up to the idea of integration and 
wanting to know more about its underpinnings and practical implications. One view 
that had an impact on me was the view of integration as a process rather than a 
position to aim for (Arkowitz, 1992; Clarkson, 1992; Dyne, 1985). My initial attempt 
to practice in an integrative manner was by adopting aspects of the cognitive- 
behavioural, person-centred, and psychodynamic theoretical models to formulate 
client’s difficulties and work with clients to achieve change. Theoretically, this 
attempt is best described as an eclectic approach. I often used psychodynamic and 
cognitive-behavioural theories to formulate the issues that clients shared with me. 
However, in therapy I have constantly tried to apply concepts from different theories, 
with a strong emphasis on finding ways of being with the client, and to help clients 
make sense of their situation and move towards achieving change. Due to my 
realisation about the impact and importance of the therapeutic relationship, my 
therapeutic efforts were complimented by an existential framework, and guided by a 
continuous effort to be genuine, human and open to clients.
Another dimension of integration, which I strongly value, is the openness and 
readiness to consider various avenues through which I could better understand and 
work well with clients. Hollanders (1999) highlights the importance that counselling 
psychology training fosters an open mind which will then facilitate the process of 
integration. I believe that my training helped me to nurture such an openness, which 
in turn encouraged me to avoid experiencing what Goldberg (1996) terms “cultism in 
the healing profession” (p. 31). In this sense, my view of the human being as a 
complex being, unable to be captured by a unified theory will help me to continue 
experiencing the process of integration and maintain an open mind. Ultimately, I echo 
the view that, “models of counselling and psychotherapy are only views or 
constructions of reality (Horton 2000, p. 326).
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Research: Introducing a counselling psychology focus in management practice
What you can offer depends upon who you are, what is important to you, how you see 
the world and how well you can learn.
Pedler, Burgoyne and Boydell (2004, p. 44)
My general research focus was on managers’ personal development. By choosing this 
focus I wanted to examine how counselling psychology can be applied to help 
improve the personal development of managers. This aim enabled me to explore and 
read literature on management development and realise how useM  concepts and 
theories from counselling psychology can be to managers’ personal development. 
Through my working experience with managers, and as a result of my reading and 
self-reflection, I realised how important it is for managers, who are responsible for 
managing and supporting people, to develop the required inter-personal and intra­
personal skills to perform well. This realisation was strengthened by the results 
generated by the qualitative research project I conducted in my second year. In this 
context, the research I conducted helped me to test my ideas and hypotheses, in view 
of becoming able to effectively assist managers’ development as a counselling 
psychologist. I strongly believe that counselling psychology, with its emphasis on the 
uniqueness and capabilities of the individual, is very well positioned to contribute in 
the world of management, which at times can be seen by some as an out of bounds 
professional area. In a sense, my choice of research topic allowed me to attempt to use 
theories and concepts from counselling psychology in order to explain different 
dimensions of management development.
Practice: Entering into the world of the ‘other’
A holistic understanding o f  our clients is essential.
Goldberg (1996)
Following the discussion about theory, integration and research, this section is aimed 
at highlighting the salient aspects of my three, one-year long placements that I 
experienced in different settings. Examples of my work with clients will be elicited to 
highlight the main learning experiences in terms of theory and practice. The
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therapeutic practice element of my training was one of the most stimulating routes of 
personal and professional learning and development. It is through my practice that I 
realised the central importance of the therapeutic relationship. My practical 
experience also presented me with an exciting opportunity to become a reflective 
practitioner, which I consider as one of the hallmarks of counselling psychology.
Person-centred year: Becoming able to be fully present with others
Ifind  that when lam  able to be fully and totally present in the moment this releases in 
me a quality which I  have defined as ‘tenderness
Thome (1985)
My first year placement took place in an Outreach Centre, which provided 
psychosocial support to a variety of clients struggling with mild to severe and chronic 
mental health problems. My practical experience at this placement was generally a 
positive one, albeit not without its frustrating moments. The cognitive-behavioural 
model was the main working model used in this setting, which I was expected to 
apply. In particular, working with clients provided me with an opportunity to 
experience and process various emotions that made the work all the more interesting.
Mr Dane was a 49-year-old single man who lived alone and worked full time in the 
public service. He has been suffering from agoraphobia for the last 10 years, and as a 
result he experienced serious limitations to his movements outside and his ability to 
enjoy life. I experienced the client as an intelligent, interesting and charming man to 
work with, but somewhat reluctant to address his issues. Initially, I thought it was 
important to develop a genuine, open and warm relationship that could generate tmst 
and hope, which in turn would help Mr Dane feel safe and secure. After a number of ' 
sessions, we prepared a behavioural plan of action to address his fear and anxiety 
through desensitisation, breathing and relaxation exercises, and in vivo exposure 
exercises (Vincelli et al. 2003). A cognitive behavioural focus, within a framework of 
a person centred relationship, was thought to help him mobilise his will to change, 
and potentially provide him with new skills to achieve the desired outcomes.
Although I was encouraged by his initial motivation and commitment to address his 
fear and anxiety, he slowly began finding it hard to participate in the exercises, which
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he initially found helpful. In our exploration of this shift, it became clear that Mr 
Dane harboured another deeper fear, that of getting better. His view was that ‘if I get 
better, then I will be discharged from the service and that will mean that I will lose my 
support’. Although I understood the logic and concern in his view, I felt angry and 
disappointed. My emotional reaction reflected my view that his fear was linked with a 
counterproductive degree of dependency that was fostered between the client and the 
service in the last 10 years. My supervision helped me to explore and process these 
feelings, and encouraged me to continue exploring Mr Dane’s fear, in view of helping 
him to normalise it. In doing so, I adopted a psychodynamic approach, in that I 
wanted to understand the origins of the client’s fear of getting better. It soon 
transpired that getting better symbolised an end of his very close attachment with the 
service and particularly with the service’s manager. Potentially, on an unconscious 
level, the service manager was being experienced as symbolising motherly care and 
affection. Hence, an end to this relationship could have triggered feelings of fear of 
abandonment, hence impacting on his progress in therapy. Adopting a psychodynamic 
approach helped Mr Dane achieve a better understanding of his fear, but it was not 
enough to help him manage it better. Consequently, we again adopted a cognitive 
behavioural focus to challenge the thoughts that were associated with his fear. The 
aim was to decrease his fear and introduce a more realistic view of his relationship 
with the service.
Ms Smith was a 28 year old divorced mother of two young children. She was 
suffering from depression, which was clearly linked with negative self-schema and 
characterised by lack of confidence and esteem, together with a strong negative self­
attribution. This cycle was being reinforced by the violent and abusive relationship 
she was having with her partner which was extensively explored during our sessions. I 
clearly remember feeling very strongly that her relationship was damaging her. This 
feeling could have also been reflecting the client’s projected anger, which she found 
very difficult to express with her partner. Again, I found supervision very effective in 
helping me to think about the personal values and beliefs that the client’s issues were 
tapping into, and how I could make best use of what I was experiencing during the 
sessions. A psychodynamic focus not only helped me understand better my feelings 
but also reinforced my appreciation of the importance of attending to the relationship 
boundaries in order to help Ms Smith experience the full effect of her current
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situation. In addition, we also addressed the contents of her beliefs about self and 
others and their link with her self-esteem and depression. My work with Mr Dane and 
Ms Smith helped me become more real in allowing myself to experience feelings in 
response to being with clients. It also facilitated my quest for finding various 
therapeutic ways of channelling and working through these feelings, in order to 
achieve a better degree of authenticity in my work with clients.
Psychodynamic year; A theatre of theory with clients as supporting
actors
The greatest temptation, and the easiest to succumb to, is to emphasize a professional 
demeanour to cover the seething insecurities waiting to ambush the person o f  the 
therapist.
Hycner (1993, p. 14)
This placement took place in a psychoanalytically oriented psychotherapy clinic, 
which forms part of a mental health trust offering services to children, adults, couples 
and families. The clinic employed a number of consultants and senior 
psychotherapists, together with a compliment of 20 trainee psychotherapists on 
placement. Clients usually suffered from psychosocial problems ranging from 
depression and anxiety disorders to psychosis. Since I appreciated and enjoyed 
learning about psychodynamic theory and practice, this placement was an excellent 
opportunity to extend my interest. Working with strict observance of a 
psychodynamic framework was also a highly stimulating and interesting experience.
Mr Flynn was a 36-year old married man who was suffering from depression marked 
by active suicidal ideations. I experienced the client as an intelligent, curious and 
fragile person who doubted me from the start. His experience of childhood as lacking 
warmth, and reassurance was considered to be central to his depression. In particular,
I experienced the client as someone who had a fragmented sense of self, which 
according to Winnicott (1971) is related to a maternal care deficiency. As a result, this 
seemed to have created and reinforced a strong sense of anxiety in the client. In turn, 
Mr Flynn adopted intellectualisation as a defence strategy against this anxiety. The 
widespread application of this defence strategy during the sessions, made me view
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this as possibly constituting a false self, which was aimed at protecting a highly 
vulnerable hidden true self. His initial doubting about my abilities were also seen as 
his way of checking whether I could provide him with the required nurturing and 
protection that his parents did not give him as a child. Therefore, this behaviour was 
seen as the client’s projection of primitive, strong and repressed emotions and needs.
Another client I worked with was Ms Ella, a 42 year old married mother of two 
children, who suffered from severe anxiety. I experienced the client as a very 
vulnerable, anxious and demanding person. From the beginning she had a strong 
expectation that I will solve her problems by prescribing solutions. This dynamic was 
interpreted as transference of her patterns of relating with other people outside therapy 
on the therapeutic relationship. Since she strongly positioned herself as a victim, her 
expectations of therapy could have also been her way of telling me, in a projective 
sense, ‘it is their fault and not mine, I am only the victim, and since you are one of 
them, then you must be responsible to solve my issues’. Undoubtedly, this projected 
view used to make me feel irritated, pressured and angry. These feelings, viewed as 
contents of my counter-transference, were addressed in supervision, which in turn 
helped me improve my understanding of the client’s inner world. Bateman and 
Holmes (1995) view the therapist’s task of collecting the client’s projected aspects of 
self in view of integrating them. I also considered this dynamic to reflect a degree of 
splitting, whereby the client perceived and experienced me as a ‘bad object’, and in 
turn projected into me parts of the ‘self (Klein, 1946). This understanding helped me 
to continue providing Ms Ella with a ‘holding’ environment for her anxiety, whilst 
resisting her demands for solutions. Such a dynamic was aimed at helping the client to 
slowly assume responsibility for her situation.
It was interesting to experience a different and longer process to build a therapeutic 
relationship conducive to the client’s well-being. The focus on listening in the 
psychodynamic process helped me to learn how not to intervene for the sake of it. 
Balint (1968) argues that it is important to intervene as little as possible, whilst 
Winnicott (1965) argues for a non-intrusive attitude. In working with the above 
mentioned clients, I appreciated the value of supervision, in that it helped me 
understand complex personal and relational dynamics for the benefit of the client. It 
also helped me acquire a balance between ‘being with’ and ‘doing to’ (Winnicott,
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1971) when with clients. In this regard, I found the concept of the therapist’s neutral 
stance as potentially punishing and harmful to clients. At times, I felt that such a 
controlled stance was creating unnecessary anxiety and facilitating unwarranted 
regression. Gill (1997) considers not answering questions and not saying hello or 
good-bye as hardly neutral. Rycroft (1981) views interventions like mild interjections, 
support, reassurance, empathy and encouragement as demonstrating that the therapist 
is alive, listening and trying to understand. In supervision, we would focus on almost 
every intervention I made and scrutinise it to determine whether I was being neutral or 
not in my responses to the client’s questions about my training, experience and 
general well-being. The emphasis on defence mechanisms and attention to the use of 
transference and counter-transference interpretations was considered to be the way to 
find out the dimensions of the client’s construction of symptoms, which Hamburg 
(1989) considers as a creative act of mental architecture.
Notwithstanding the learning value of this process, I found the spirit of rigid 
theoretical allegiance that quite a number of experienced clinicians and trainees 
expressed, as closely bordering into dogma and theoretical fundamentalism. In case- 
presentations, I was intellectually stimulated by the ideas and concepts being 
discussed but at the same time felt at a loss in trying to further understand how this 
may be helpful to the clients. In this sense, I experienced these forums more like 
highly stimulating theatres of concepts and theories, than opportunities to offer 
practical and usefiil advice to therapists working with clients. Consequently, it was 
hard to try and integrate theories from models other than psychodynamic ones, at least 
openly, without feeling as if f  was committing a sin or defecting. This experience did 
not dent my interest and zest for learning more about the various psychodynamic 
theories. However, it strongly reinforced my belief that neither psychoanalytic theory 
nor any other theory of human behaviour holds the whole truth about the human 
condition. As such, each model constitutes a piece of this very interesting, complex 
and incomplete mosaic of human behaviour.
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CBT year: Applying strategies within a collaborative therapeutic alliance
The therapeutic relationship is a process o f collaborative empiricism, through which 
a therapist and a client develop hypothesis about the problem, relieve symptoms and 
achieve change.
My final placement took place in a Drug and Alcohol community service. This 
service provided counselling, social support and medical advice to clients 
experiencing alcohol, substance abuse problems and dual diagnosis issues. The 
majority of clients struggled with both substance/alcohol problems and other 
psychological problems like depression, anxiety and psychosis. The unit employed a 
consultant counselling psychologist, a number of counsellors, social workers and 
psychiatric nurses, together with a GP.
Having had experience of working with people experiencing alcohol and substance 
abuse problems, I knew that finding effective ways of engaging with this client 
population is crucial. Therefore, one of my primary focuses was to establish an 
effective therapeutic relationship with clients based on warmth, genuineness, 
congruence and empathy (Rogers, 1957). However, such a relationship did not only 
need to provide a safe and secure environment for clients but also facilitate their 
motivation to change. The many dimensions of the motivation to change and the 
respective development of models to influence this motivation are prominent themes 
in theory and research (DiClemente & Prochaska, 1998; Miller & Rollnick, 1991). 
The manner in which the counselling psychologist addresses the issue of motivation 
often influences the client’s willingness to address his/her substance abuse problem. 
DiClemente (1999) contends that the first task of the counselling psychologist is to 
assess what type of motivation the client has at the point of seeking help.
Mr Green was a 57 year old married man and father of three children, who was a 
semi-retired professional. He came across as an intelligent and likeable person with a 
strong will to change. Mr Green had been drinking alcohol for over thirty years and 
reached a state where he drank one to two bottles of wine every evening. This 
situation was maintained for a number of years until he was diagnosed with liver
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problems, and told to stop drinking. Although he was motivated to change, the initial 
challenge was to identify the nature of two related but independent motivations that 
are, the motivation for change and motivation for treatment (DiClemente, 1999). The 
direction of the client’s motivation for change was interesting, in that he first wanted 
to abstain from drinking for two months and then become a moderate drinker. In 
terms of the transtheoretical model of change (Prochaska & DiClemente, 1986), Mr 
Green was in the preparation stage and ready to devise a plan and move into action.
To help Mr Green achieve his desired goal required a degree of flexibility and a clear 
focus in helping him improve his control over alcohol. I strongly believe that the 
willingness to be flexible in using different theoretical models like the transtheoretical 
model of change, motivational interviewing and cognitive-behavioural model, was a 
key factor that helped me to work well with Mr Green. I believe that a combination of 
factors helped Mr Green maintain his planned sobriety and later to experience a good 
degree of moderate drinking. In my view, the development and maintenance of an 
effective therapeutic relationship, together with a degree of openness and flexibility, 
and an implementation of a useful strategy to help him move into an action stage, 
were the most influential factors in Mr Green’s experience of change. Specifically, I 
felt well prepared to first understand the client’s story from his perspective and then to 
experience the process with him. In this regard, the application of cognitive 
behavioural strategies in the context of an effective therapeutic relationship was 
beneficial to the client’s process of change. Beck (1976) coined the term 
‘collaborative empiricism’ to refer to the alliance needed between therapist and client 
to develop hypotheses about the problem, relieve symptoms and achieve change.
Supervision: On developing a stronger internal supervisor
[Counselling psychologists] need to develop a capacity to function with more 
immediate, but not instant, insight within the momentum o f the therapeutic process.
Casement (1985, words in brackets added)
The process of supervision was one of the most enriching activities in my 
development as a counselling psychologist. The relationships I developed with my 
three supervisors were all different but equally useful in making me think about.
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evaluate and improve my practice. This is due to the space that supervision offered 
me not only to evaluate the work with clients, but also to explore how the use of self 
impacts the therapeutic relationship and outcomes. Sterba (1934) considers 
supervision as an island of intellectual contemplation. This self-reflection also 
includes close attention to the exploration, processing and understanding of emotions 
that are part of the counselling psychologist’s being. The supervisory relationship also 
needs to reflect a degree of warmth, trust, genuineness and respect between the 
supervisor and the counselling psychologist. This is important due to the fact that in 
supervision the errors of trainees are seen clearly and addressed, making the process a 
sensitive one (Casement, 1985).
In my work with all three supervisors, I constantly felt valued and respected, and not 
just another trainee. Consequently, this dimension of our relationships helped me to 
consistently look forward to my work vrith clients and keep an open mind when 
working with them. However, the readiness of one of my supervisors to help me 
explore personal situations and emotions and their potential influence in my work had 
an immensely beneficial effect. In this sense, I believe that one of the most important 
roles that supervision played in my training in counselling psychology was to assist 
me in developing an internal supervisor which I can then apply in my work with 
clients. Casement (1985) stresses the role of supervision in helping therapists acquire 
a capacity for spontaneous reflection, alongside the internal supervisor. I believe that 
supervision was crucial in further developing my abilities as a counselling 
psychologist and a reflective practitioner.
Personal therapy: A source of self-awareness and growth
Prior to commencing my doctoral studies I already had a rewarding experience of 
therapy and therefore I looked forward to embark on another highly valuable 
experience. Some therapists contend that it was the single most important aspect of 
their training in psychotherapy (Macran & Shapiro, 1998). This experience primarily 
helped me to adjust further to the personal and professional changes I was 
experiencing. It also provided me with a space where I could let go of the past, fully 
experience the present and look forward to the future. Further, it was an opportunity 
to explore and experience my doubts, hopes, fears, expectations and goals. Mostly,
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however, it helped me to further understand what clients experience in the process of 
initiating therapy, particularly with regards to their rapport with the therapist. 
Addressing personal issues also helped me become more aware of my strengths and 
weaknesses as a person and how these may help or hinder my work with clients.
Conclusion: Future career as a process of continuous professional development
Becoming is a process which begins, continues, and is never completed.
Bion(l975,p.26).
Prior to my training in counselling psychology, my focus was almost entirely on 
gathering psychological skills, techniques and expertise. However, in the last three 
years, apart from improving existing skills and learning new ones, I became 
convinced about the richness, creativity and humanness involved in the practice of 
counselling psychology. In this light, my challenge is to evolve into a professional yet 
human counselling psychologist, or as Yalom (1989) describes it, to become both an 
observer and participant in the encounter with the client. I also realised the importance 
of adopting an open mind with regards to the multitude of theoretical models in 
counselling psychology and their potential benefit to the therapeutic process with 
clients. In this respect, I now regard theory as a helping aid to facilitate my capacity 
for engaging with clients and my attempt to enter and understand their inner tapestry. 
As such, I strongly believe that this attitude will continue to be conducive to my 
attempts to experience the process of integration in counselling psychology. 
Essentially, I now developed a strong appreciation of Yalom’s (2001) view that the 
interpersonal relationship has “monumental importance to the social scientist and the 
contemporary therapist” (p. 47). One of my aims in my career as a counselling 
psychologist is to continue finding professional yet human ways of reinforcing this 
maxim in my practice with clients.
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RESEARCH DOSSIER
Introduction to Research Dossier
This dossier includes a literature review, a qualitative study and a quantitative 
research study, which were conducted during my training. The literature review 
explores the literature on personal development of managers from various theories. 
The qualitative research study explores the views on and experiences of personal 
development of ten Maltese managers. The third paper presents a quantitative study 
investigating the relationship between managerial flexibility and employees’ job 
satisfaction and relationship with the manager, which was conducted with participants 
working in a UK financial institution.
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Psychological development of managers: A review in context
Abstract
The performance of managers is becoming increasingly linked with the personal and 
psychological development of managers. This review explores the application of 
psychological theories from the field of counselling psychology in the literature on the 
personal and psychological development of managers. Specific management 
development interventions namely, the 360-degree feedback method, coaching and 
mentoring are reviewed for their impact on managers’ psychological development. 
Results from this review show that the concept of the manager’s personal and 
psychological development tends not to be adequately addressed in both the literature 
and interventions reviewed. The requirement for further research to explore this 
subject area is also discussed.
Keywords: Psychological development, personal development, managers and
performance.
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Introduction
Today, the role of manager is being continuously re-conceived as organisations face 
an increasingly turbulent business environment, tougher competition and human 
resources challenges (Mighty & Ashton, 2003). On one hand, organisational 
structures and systems are becoming more flexible, and on the other they are placing 
higher demands on employees for increasing specialisation, leadership and high-level 
abilities (Cacioppe, 1998). This re-structuring process has inevitably brought about 
shifts in management styles, techniques and methods. The manager is now seen as a 
change agent, possessing effective interpersonal and intrapersonal abilities alongside 
technical competencies, in order to develop the organisation’s human resources 
(Analoui, 1994). Consequently, the styles of managing used by managers shifted from 
a charismatic style, seen as possessing all the answers, to a coaching style, which 
emphasizes working with employees in search for answers (Daudelin, 1997). Salters 
(1997) considers the manager who empowers, coaches and counsels as representing a 
new breed of manager. In turn, the emphasis on empowerment, coaching and 
counselling highlights one of the aims of personal development, that is to assist 
managers in nurturing the ‘self and their relationships with others. Willmott (1997) 
observed that managers not only have to manage others but they have to manage 
themselves too. One can therefore argue that as an outcome of personal development, 
managers could become psychologically better equipped to deal with both 
intrapersonal and interpersonal dynamics, which in turn facilitates their management 
of people.
In this context, this selective rather than exhaustive review explored the literature on 
the personal and psychological development of managers. A brief introduction on 
management development and personal development is presented. This is followed by 
a critical evaluation of the contribution and impact of three management development 
interventions on the psychohogical development of managers. This review also 
discusses various theories emerging from counselling psychology, in view of their 
relevance to the selected personal devlopment interventions.
Background to management development
The objectives of companies that offer management development is to improve the 
management of people in the present and ensure an adequate reserve of capable, well-
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trained administrators for the future needs of organisations (Herder, 1956). This 
description portrays management development as a means for organisations to 
achieve success through their employees but stops short of detailing any of the 
benefits of management development to managers. It is commonly argued that 
historically, management development interventions gave little attention to the 
specific training and development needs of managers (DuBrin, 1972). Porter and 
McKibbin (1988) stated that management development “is not some blunt instrument 
to be wielded indiscriminately, but rather is to be thought of more as a precise tool to 
be tailored to the particular needs that the organisation has for a given manager” (p. 
219). This is like spraying managers with the same unholy water, which according to 
Mumford (1986), is unlikely to be successfiil.
In contrast, Mumford (1989) defines management development as an “attempt to 
improve managerial effectiveness through a learning process” (p. 6). The emphasis of 
this definition on learning implies that the manager is seen as an active participant in 
the process of fulfilling his/her needs. According to Day (2001) organisations are 
realising that formal and classroom based management education is not enough. 
Consequently, on the job development is being seen as more effective. Mumford 
(1989) proposed a model of management development based on action learning and 
characterised by both formal (training programmes) and informal (on the job) learning 
experiences. Both methods would commonly be aimed at assisting managers to 
acquire the skills, knowledge, and attitudes they require to effectively fulfil and 
review their managerial responsibilities. The word ‘review’ here stresses the nature of 
management development as a career-long journey and not merely a result of 
acquiring qualifications (Porter & McKibbin, 1988). Management development is 
considered as a multi-faceted process, including management education, which 
usually refers to formal and structured learning, and management training, which 
focuses on acquiring skills and knowledge required to fulfil the job (Latham & Seitjs, 
1998). Thomson et al. (2001) contend that the many definitions and models of 
management development seem to illustrate the need for a cohesive and integrative 
model of management development.
Mighty and Ashton (2003) conducted a cross-sectional survey to explore the 
effectiveness of one management development programme from its inception in 1989
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to 2000, according to the perspectives of 293 programme graduates. This programme 
was essentially a leadership development programme aimed at equipping managers 
with leadership skills and knowledge as well as providing an opportunity for personal 
growth. Some of the concepts underpinning this programme were learning in 
relationships, the need for a safe learning environment (Alpander & Gutman, 1976; 
Gailos, 1993), and that managers develop through multiple opportunities (Boyatzis, 
1994). Results showed that 73% of respondents reported that the programme 
contributed to their professional development and career advancement. Using a 
questionnaire as a research method, the reasons why respondents experienced the 
programme as helpful were not explored. However, it is important to highlight that the 
considerably low response rate (30%), the survey method and the limited statistical 
analysis employed were the main limitations in this study (Mighty & Ashton, 2003).
In describing management development, it is tempting to assume that this activity is 
always a priority for organisations. According to Beddowes (1994), initially 
“managers were increasingly disillusioned with management development being 
treated as an ad hoc activity which was knowledge-based and directive” (p. 40). 
Goodge (1998) refers to periods when organisations experience financial difficulties 
as periods when management development is rarely a priority. The perception that 
management development alienates managers from their real task of reaching 
production objectives, was regarded as one of the reasons explanining the lack of 
management development in organisations (Hyman, 1992). Furthermore, the personal 
and psychological aspect of management development was seen as a ‘soft activity’, 
which also detracted management’s attention from reaching production objectives 
(Hyman & Cunningham, 1998). One of the main implications of this view was that 
the psychological development of managers was discouraged and therefore was not a 
strong feature of management development interventions. In turn, this could have 
conveyed the message to managers that their psychological development is not 
important, if not counterproductive and extraneous to their main focus.
Background to personal development
According to Harvey and Butcher (1997) management development is not only about 
acquiring skill and knowledge, but also about increasing self-awareness, self- 
confidence, and unlearning past habits. Shultz (1984) refers to this ‘softer side of
67
business’ as an important element in the wider curriculum of management 
development. Personal development is sought to help individuals increase awareness 
of self and others, and to potentially change their lives for the better (Irving & 
Williams, 2001). Managers who attend to their personal development are considered 
to possess an awareness of thoughts, attitudes, beliefs, feelings, and behaviour, and 
personal styles, among other interpersonal and intrapersonal factors. In this sense, 
personal development is cosidered as psychological development. Gardner (1993) 
defines interpersonal intelligence in terms of the ability to understand people 
reflecting key abilities like empathy and building collaboration. Self-control, 
trustworthiness, emotional awareness and optimism are some of the intrapersonal 
qualities considered as facilitative to competence in executives (Neck & Manz, 1996; 
Stewart, Carson & Cardy, 1996). Furthermore, personal development is also related to 
assisting executives in dealing with anxiety, insecurity and stress that could decrease 
their effectiveness (O’Roark, 2002).
Haber (1996) argues that the “self lives within the confines of our professional lives” 
(p. 20). Therefore, it is almost impossible to ignore the influence that the character, 
past history, attitudes, beliefs, and personal styles of managers have on their 
professional behaviour. Korac-Kakabadse and Korac-Kakabadse (1997) coined the 
term ‘managerial fitness’ to refer to the maturity required to use personal power 
appropriately and not resort to domination. Lee (1999) views awareness of self and 
others, sensitivity, personal resilience, willingness to process sensitive issues and 
nurturing effective relationships, as some of the characteristics of managerial fitness. 
Burnett and James (1994) believe that for managers to manage change and ambiguity, 
they must be able to understand themselves and the way they work with others. 
However, managers tend to perceive their personal and psychological development as 
‘soft’, and therefore less important than the ‘hard’ or technical dimensions of their 
work. Perhaps this perspective reflects how hard managers tend to find the processing 
of issues related to their psychological development.
The emphasis on the manager as being the ‘boss’, and hence directive and task- 
oriented, may have also hindered managers from acknowledging and addressing the 
importance of self awareness (Lee, 1999). Mighty and Ashton (2003) argue that, on 
the basis of Weber’s bureaucracy theory, managers are assumed to be heroes that are
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expected to make a significant contribution to organisational performance. According 
to Boumer (1996) “it is not fanciful to think of a manager as being a person in charge 
of a ‘self that includes a body, a set of feelings and emotional responses, and a set of 
beliefs” (p. 7). In line with this perspective of the manager, traditional management 
development interventions stressed the importance of acquiring skills and knowledge. 
In this light, one could argue that the psychological development of managers was not 
considered essential. In fact, literature on the psychological development of managers 
is extremely scarce, and very few relevant articles on executives’ psychological 
development were identified.
Theoretical rationale
Although no single theoretical rationale for the personal development of managers 
was found to be more applicable than others, a number of concepts from different 
theories of counselling psychology are considered to be useful. The similarity 
between the aims of counselling psychology and personal development interventions 
forms the basis of the focus of counselling psychology theories in the discussion about 
the concept of managers’ personal development. Counselling psychology is aimed at 
helping individuals increase their awareness of self and others, in view of personal 
values, beliefs, goals and motivations. As such, it is a relational process that seeks to 
empower individuals in order to assist them in reaching their personal objectives, 
potentially through implementing changes. Personal development is also relationally 
based and aimed at helping managers become aware of their intra-personal and inter­
personal strengths in view of equipping themselves further to fulfil their managerial 
responsibilities. However, the main characteristic of personal development is that it 
helps managers to achieve this through first becoming better individuals. These 
commonalities with counselling psychology principles justify the use of theories from 
the field of counselling psychology in the domain of the managers’ personal 
development. In addition, counselling psychology theories were also used to stress the 
role that counselling psychology can play to help managers become more effective in 
their roles.
Person-centred theory
The person-centred theory stresses the role of awareness in helping the individual 
achieve congruency between their view of self and their expenence of the world
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(Rogers, 1951). Achieving congruency between the self and one’s experience of the 
world is considered to lead to personal growth and development (Rogers, 1951). In 
organisational terms, a manager who is incongruent is considered as limited in terms 
of performance, personal and professional growth (Goodstone & Diamante, 1998). 
Rogers (1951) viewed human beings as self-actualised individuals, meaning that they 
possess an innate positive tendency to develop and achieve their fullest potential. 
Similar to the concept of self-actualisation, Crawford (1995) defines empowerment, a 
popular concept in management development, as aimed at helping people to achieve 
their full potential. According to the person-centred model, personal development can 
only happen within, and as a result of a healthy and productive relationship (Rogers, 
1980). For the relationship to be therapeutically effective, it should be based on 
genuineness, unconditional positive regard and empathie understanding (Rogers, 
1980). The use of concepts derived from the person-centred model to the personal 
development of managers indicate a number of ingredients that need to be present for 
the personal development of managers to be successful. Firstly, the framework within 
which the manager’s personal development is to take place, needs to incorporate 
positive values which are conducive to development. Secondly, the development 
endeavour within this fi*amework needs to have a focus on the empowerment and 
skills of the manager, rather than his/her deficits. Thirdly, the focus, direction and 
values inherent in this process need to be experienced within a nurturing, meaningful 
and self-enrichment directed relationship. Genuineness, empathy and unconditional 
positive regard, among other factors, need to be present in the managers’ process of 
self-development. Facilitating executives’ personal and psychological development is 
therefore not viewed as solely the result of skill and knowledge based interventions 
but as a consequence of healthy relationships and organisational culture and climate. 
Boydell & Pedler (1981) argue that organisational climate will always present 
“gateways or barriers” (p. 41) to personal development of managers. In this sense, 
productive relationships need to exist in a wider climate and culture which facilitates 
the psychological development of its members.
Gestalt theory
The aim of the Gestalt model is the development of awareness of self and others, 
moment by moment. The here and now aspect of the development experience is 
considered paramount, as it is perceived as an opportunity to widen and deepen one’s
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awareness of self and relationships (Peris, 1969) . Boumer (1996) considers the use of 
‘self to gain knowledge on how one manages others and is being managed. In 
practice, this would seem to involve ‘time-ouf for managers to reflect and think on 
what they are doing, how they are doing it and why. However, the possibility of 
having such time to think could be regarded as far fetched and not compatible with the 
fast-pace with which managers tend to approach their work. Conceptually, the 
application of Gestalt theory to the psychological development of managers seems 
justified but lacks the support of research about how it could be implemented and its 
impact on managers.
Psychoanalytic theory
According to the psychoanalytic theory, people in and out of organisations are 
considered to be emotional beings with personal and family histories (Gabriel and 
Carr, 2002). Jarrett and Kellner (1996) cite the case for a psychoanalytic perspective 
of organisations as based on the premise that “unconscious and irrational processes 
play a part in organisational life” (p. 55). In this sense, it is logical to argue that 
managers and employees are potentially influenced by intra- and inter-personal 
dynamics that originate from their life experiences. Levinson (1962) also refers to 
early life influences, identification processes and the resemblance of work 
organisations to families as influences on the psychological development of 
individuals. Jung (1945) viewed the development of the personality as extended into 
adult years and over the course of one’s lifetime. This view highlights a process and 
lifespan view of personality development, influenced by one’s relationships and 
experiences, including work.
Jung (1940) cited the process of ‘mirroring’ as one of the sources of personality 
development. Carr (2002) described mirroring as an ongoing process through which 
individuals seek others and environments that confirm their self-identity. When 
applied to personal and psychological development of managers, mirroring implies 
the importance of managers’ colleagues, work and organisation through which the 
manager’s self awareness, identity confirmation and emotional maturity could be 
facilitated. However, Carr (2002) proposes the undesirable possibility that overly 
narcissistic managers may use relationships at work as compensatory for neglect in 
early life. In turn, this is one example that would justify the importance o f '
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psychologically mature and well developed managers for the well-being of others and 
organisations. Research on the impact of mirroring on the managers’ psychological 
development is required to further inform the understanding and application of the 
concept.
Evaluation of personal development interventions
Some of the management development interventions commonly applied in today’s 
organisations are the 360° feedback system, coaching, and mentoring. The aim of the 
following section is to review literature and research on each of these methods. The 
extent to which these interventions address and facilitate the psychological and 
personal development of managers is also examined.
360-degree or multi-source feedback system 
Overview
The 360-degree feedback system is lauded as potentially the most notable 
management innovation of the 1990’s (Atwatar & Waldman, 1998). It is regarded as 
the cornerstone of development (McCauley & Moxley, 1996) and has the aim of 
helping managers enhance their self-awareness. Warech et al. (1998) maintain that 
feedback includes the systematic collection of perceptions on the individuals’ 
performance from those with whom managers regularly interact. Typically these 
would be line managers, peers, subordinates, and sometimes clients, in addition to 
self-assessment (Day, 2001). The feedback is directed at constructively assisting 
managers in increasing self-awareness and identifying strengths and weaknesses along 
a number of key behaviours and competencies.
Theory
Tomow (1993) views the 360-degree feedback system as based on two assumptions, 
namely that: 1) the realisation of the discrepancy between how we see ourselves and 
how others see us will increase self-awareness, and; 2) self-awareness will in turn 
positively influence performance. Church and Bracken (1997) supported the notion 
that self-awareness will lead to change. According to Pritchard et al. (1988), “the 
positive effect of feedback on performance has become one of the most accepted 
principles in psychology” (p. 388). This principle seems to be borne out of the 
Thorndike law of effect, which contends that positive feedback reinforces positive
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behaviour, while negative feedback punishes and hence attenuates incorrect 
behaviour. Accordingly, both positive and negative feedback are believed to have a 
positive effect on performance. However, the Thorndike’s law of effect is reportedly 
not sufficiently detailed to account for the inconsistent findings (Kluger & DeNisi, 
1996). Managers are believed to gain more when feedback comes from people with 
different perspectives (Yammarino & Atwatar, 1997). In support of this claim, 
Bernardin, Dahmus and Redmon (1993) found that feedback was regarded as more 
positive when given by both bosses and subordinates rather than from subordinates 
only. It is also believed that feedback is less likely to be ignored when coming from 
people perceived as having power and status (Seifert, McDonald & Yukl, 2003). 
However, these claims and results stop short of indicating or suggesting the effects of 
multisource feedback on performance. There is also no reference to the impact that 
such complex feedback, due to its multi-sourced nature, have on the receiving, 
interpretation and use of feedback.
Research
Research suggests that nothing guarantees that feedback inherently leads to positive 
individual change (Day, 2001). On the basis of the literature, Goodstone and 
Diamante (1998) question the assumption that self-knowledge will lead to change. 
These claims may indicate the effect that other intermediate factors like defence 
mechanisms (Chappelow, 1998), may have on the relationship between feedback and 
performance. In this sense, the underlying tenet of the 360-degree feedback 
methodology seems to be somewhat naïve, as it fails to consider the myriad factors, 
which in reality, may influence the process of receiving, interpreting and translating 
the feedback into goals towards enhancing performance. Llgen, Fisher and Taylor 
(1979) state that “to relate feedback directly to behaviour is very confusing with 
results contradictory and seldom straightforward” (p. 368). Kluger and DeNisi (1998) 
indicate that there is a growing body of evidence suggesting the highly variable 
effects on performance that feedback yields. Kluger and DeNisi (1996) conducted a 
meta-analysis of 131 feedback studies and found that there was only small overall 
improvement in performance, which in turn declined in 33% of the time. However, 
due to being laboratory based and not involving multi-source feedback, these results 
do not inform the question on the imoact of multi-source feedback on managerial 
behaviour. These results may also be indicating that other personal and situational
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factors influence the giving and processing of feedback. More specific and directly 
related longitudinal studies, involving the use of controlled groups, are required to 
further examine the real effects of multi-source feedback on performance. In 
summary, there is little evidence to show that a multi-source feedback intervention is 
effective for changing managerial behaviour (Seifert, McDonald & Yukl, 2003). 
Furthermore, the impact that this intervention may have on the personal and 
psychological development of managers is still a grey area of research that needs to be 
examined.
Practice
In practice, several difficulties arise when implementing the 360-degree feedback 
system, particularly when negative feedback is concerned. Managers often tend to 
avoid feedback due to being apprehensive on hearing about their weaknesses 
(McCauley & Moxley, 1996), and an unwillingness to change. Those who provide the 
feedback may also feel concerned about potential repercussions when rating their 
manager negatively. Others may feel uncomfortable and consequently inflate their 
ratings (Antonioni, 1994; London & Wohlers, 1991), therefore negatively influencing 
the quality of feedback and its potential impact on managers’ behaviour. Research 
examining the real effects of these factors on the quality of the feedback and on 
managers’ psychological development needs to be considered. Problems related to 
measuring change in behaviour, following the use of the 360-degree feedback method 
also need consideration (Day, 2001). McCauley and Moxley (1996) found that for a 
360-degree feedback system to be effective, it must be located and embedded within a 
wider developmental process. This would then suggest that, without the support of an 
environment that is conducive to the personal development of managers, the impact of 
this feedback system could only be minimal and short-term. Goodge (1998) views the 
360-degree feedback method as “probably the most cost effective of all assessment 
methods” (p. 86). This claim seems to reinforce the view that the 360-degree feedback 
system is strong on assessment but weak on challenging behaviour, behavioural 
change and support (Day, 2001). Goodstone and Diamante (1998) argue that the claim 
for using the 360-degree feedback method to enhance performance and self awareness 
through changing style or behaviour appears insufficient.
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Coaching Overview
Wright (1998) defines the aim of coaching as empowering employees to reach beyond 
their current level of performance. Salters (1997) views coaching as “teaching, 
training, and motivating when there is a lack of job skills or knowledge” (p. 27). 
Coaching is a day to day, ‘hands-on’ process of assisting employees in recognising 
opportunities to improve their performance and capabilities (Orth, Wilkinson & 
Benfari, 1987) and enhance organisational effectiveness (Kilburg, 1996). These 
definitions present coaching as a process (Day, 2001), aimed at enhancing one’s 
skills, abilities or knowledge. As such these definitions reflect a view of the individual 
as a habituated mechanism whose organisational functioning can be improved. In 
turn, interventions focused on facilitating the development of managers’ self- 
reflective ability and other psychological characteristics seem to be compromised.
Theory
Saporito (1996) proposed a four step model of coaching including, setting the 
foundation, individual assessment through 360-degree process, development plan 
based on feedback, and implementation focused on development experiences. The 
degree to which personal factors such as background, personality dynamics, attitudes 
and styles are given importance in this model is unclear. In this sense, the employee 
appears to be viewed from a cognitive-behavioural perspective, which stresses the 
role of various interventions aimed to help the person alter his/her behaviour. Laske
(1999) contends that in the cognitive-behavioural view of the executive self, 
performance and skill issues tend to be paramount. Consequently, its potential to 
facilitate personal development and respective change could be clearly hampered by 
its almost exclusive focus on the individuals’ performance needs. Analoui (1994) 
argues that realistic management development models “ought to include both the ‘task 
related’ and ‘people related’ aspects of the manager’s job, as well as the manager’s 
own development, in its design and content” (p. 61).
Psychodynamic coaching is another model of coaching aimed at helping the manager 
to know how to be, rather than how to seem, and consequently facilitate the 
integration of ‘knowing how’ into an art of ‘being’(Brunner, 1998). In this sense, 
psychoanalytic coaching is focused on the manager and not the management. It offers 
a mental and experiential space where the manager can see and learn about conscious
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and unconscious processes that impact his/her professional life.
The view of individuals along a lifespan development continuum is at the heart of 
another theoretical model of coaching, known as the integrated model of 
developmental coaching (Laske, 1999). In this model, the self is perceived as 
continuously evolving and in the process of becoming, with an emphasis placed on 
decisions that people make in making sense of their experiences, Laske (1999) views 
the mandate of coaching to develop a cognitive-emotionally and behaviourally more 
flexible individuals that show greater self-awareness and insightfulness. Although this 
may sound clear enough to portray the presence of a refined theoretical basis for this 
model of coaching, it still lacks an important grounding (Laske, 1999). A sound 
theoretical basis for this lifespan developmental oriented model of coaching is needed, 
followed by research into its effectiveness and outcome in relation to personal 
development of managers.
Research
In a survey with public sector managers, the implementation of coaching following a 
training programme was found to increase productivity by 88% (Olivero, Bane & 
Kopelman, 1997). However no evaluation was conducted on the impact of coaching 
on personal development of managers. The variety of existing models of coaching, 
together with the different contexts in which they are applied, makes it difficult to 
generalise this or other findings on the effectiveness of coaching. There is also little 
published empirical research other than case studies on the relationship between 
coaching and management effectiveness (Kilburg, 1996). Research into the impact 
that coaching may have on the psychological development of managers is very 
limited.
Practice
Irrespective of its theoretical orientation, the practice of coaching reflects an analysis 
of performance needs, effective relationship building, planning of mutually acceptable 
processes, and influencing individuals in changing their behaviour. Trust, positive 
climate, listening, probing and empathie skills, together with challenging techniques 
and encouragement, are all central aspects of this process. In this sense, it can be 
argued that counselling psychology theories that focus on the therapeutic relationship
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and other important concepts, are also instrumental to coaching. Day (2001) 
highlights the importance of careful selection of individuals for coaching, together 
with a good matching between the coach and the coachee, and a willingness to 
change, as prerequisites to effective coaching. Coaching is therefore a focused human 
encounter that requires high levels of sensitivity, understanding and positive attitude 
for it to succeed. Levinson (1962) contends that lack of time and the fact that the 
coaching relationship is not examined, are some of the major reasons why coaching 
falls short. Orth, Wilkinson and Benfari (1987) contend that if many managers in an 
organisation adopt a coaching style, then an organisational culture that supports 
coaching is created with the potential result of stronger management terms at all 
levels, enhanced management performance and less stressful environment for all 
employees.
Mentoring
Overview
Kram (1985) describes mentoring as consisting of a strong relationship between an 
experienced manager and a less-experienced employee aimed at facilitating personal 
development. This definition portrays mentoring as focused on personal development 
through an effective and goal oriented relationship. This focus is similar to the 
emphasis that various schools of psychotherapy, such as the psychodynamic and 
person-centred place on the therapeutic relationship. Anderson (2003) describes four 
steps to effective mentoring namely: 1) stripping the relationship of nuances of power, 
reflecting no language of superiority; 2) fostering acceptance through listening and 
creation of a safe environment; 3) giving feedback, support and advice, whilst 
reinforcing transfer of learning, and; 4) encouraging self-direction and independence.
Theory
Although there is little direct reference to the application of principles from 
counselling psychology to mentoring, overlaps can still be found. Concepts and 
practices such as active listening, the creation of a safe enviroriment and the 
facilitation of self-directed development, are considered important to both mentoring 
and the practice of counselling psychology. Creating an effective relationship based 
on respect, genuineness, unconditional positive regard and empathie understanding is 
believed to help individuals release their innate tendency to grow (Rogers, 1980).
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Taylor (1997) refers to how humanistic psychology offers a positive direction for 
professional and personal development. Nevertheless, reference to how one can 
achieve personal or psychological development through mentoring is incomplete and 
unclear in the various definitions presented in literature. Authors have referred to the 
fact that there is no commonly agreed upon definition of mentoring (Burke, 1984; 
Bowen, 1985; Bogat & Redner, 1985). Consequently, the identification of factors that 
are fundamental to the success of mentoring is made more difficult. Improved 
succession planning, faster induction of new employees, improved communication 
and increased productivity are some of the benefits of mentoring for organisations. 
Apart from the improvement in skills, mentoring is also perceived as a tool to help the 
protégé mature personally (Fagenson, 1989; Kram, 1989), gain self confidence 
(Reich, 1985; Wright & Werther, 1991), and uncover strengths and weaknesses 
(Reich, 1985).
Research
It is commonly believed that the mentor needs to be well versed with the nature of the 
business and the organisation itself for mentoring to be effective (Hensler, 1994). 
Much less is written about what qualities does the mentor need to facilitate the 
process of personal development of the protégé. Day (2001) argues on how surprising 
it is to find so very few research studies on the characteristics and qualities of good 
mentors. Burke, McKeen and McKenna (1994) argue that although research on 
mentoring relationships is reported, the body o f research findings on mentonng is still 
rather limited. In a quantitative study on the attitudes and experiences of 132 UK 
retail managers, Broadbridge (1999) found that mentoring fulfilled the role of 
assisting self-development equally between the male and female participants of the 
study. However, one of the main limitations of this study was that the questionnaire 
did not help participants explore the kind of mentoring they experienced.
Experimental and qualitative studies will therefore be necessary to evaluate the merits 
of mentoring. Some research on mentoring was focused on comparing results from 
formal and informal mentoring. Results indicated the more positive benefits 
associated with informal mentoring (Chao, Walz & Gardner, 1992). Another area of 
interest was on gender differences in mentoring outcome (Day, 2001). Results showed 
that protégés of male mentors received greater financial rewards than those of female 
mentors (Dreher & Cox, 1996). This may also be reflecting other socio-political and
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cultural factors, which could be influencing such discrepancy and potentially the 
practice of mentoring itself.
Another important aim of conducting research on the impact of mentoring in 
organisations, is to identify the various forms of mentoring which exist and their link 
with the managers’ psychological development. In this regard, an interesting research 
question would be to examine the degree of psychological development, against pre­
defined criteria, that occurs following participation in mentoring. Specific factors that 
make mentoring facilitative of personal development will also need to be explored. In 
addition, research into mentoring also requires an integrated research model or 
framework (Burke, McKeen & McKenna, 1994).
Practice
In practice, mentoring can be applied either formally or informally (Day, 2001). 
Anderson (2003) argues that for mentoring to deliver, it has to take place regularly 
with clearly defined goals. This also implies the importance of the relationship 
between the mentor and protégé as the vehicle through which goals are identified and 
fulfilled. Through this relationship, protégés are able to discuss work-related 
difficulties (Wright & Werther, 1991), uncover their strengths and weaknesses (Reich, 
1985), as well as mature personally (Fagenson, 1989; Kram, 1989). The effectiveness 
of mentoring in cross-gender situations has also been found to be less effective 
(Whitely, Dougherty & Dreher, 1991). Clawson and Kram (1984) cited sexual 
attraction and gossip as reasons behind destroying the effectiveness of the 
relationship. From a counselling psychology perspective, this would seem to reflect 
lack of appreciation of professional boundaries which are central to the building and 
maintaining of an effective therapeutic relationship, as they are in developing a 
mentoring relationship. In turn, this also justifies the beneficial effect that the 
application of principles from counselling psychology can have on the effects of 
mentoring.
Conclusion
This review has demonstrated the positive impact that management development is 
reported to have on skills development and knowledge acquisition of managers. 
However, the review of the various personal development interventions presented in
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this paper, cast doubt on the impact that they can have on the personal and 
psychological development of managers. In this regard, it is clear that a research 
framework and respective methodology has to be identified to examine the 
relationship between these interventions and the managers’ psychological 
development. More pronounced was the difficulty to find literature on the 
psychological development of managers. Reference to the application of theories from 
counselling psychology in the literature on managers’ psychological development was 
also limited. This could reflect a situation where managers, researchers and 
practitioners are not yet adequately aware of the importance that this topic has to the 
manager’s development. Although people in organisations are becoming more aware 
of personal development as psychological development, they still tend to focus on the 
short-term content or technical managerial knowledge (Lee, 1999).
Consequently, very little attention is given to the manager’s development of 
emotional sensitivity and awareness, self-reflective abilities, self-control and 
resilience among other psychological qualities required to manage effectively. Self- 
awareness, identification of strengths and weaknesses (Boumer, 1996), cognitive 
skills, emotional resilience and personal drive (Butcher, Harvey & Atkinson, 1998) 
are all aspects of the personal and psychological development of managers. Avkiran 
(2000) regards emotional maturity as an important factor in determining high- 
performance of managers. Rogers (1980) perceived affect as equally important to 
thinking in the process of self-reflection and personal development. The lack of 
adequate self-reflection and psychological development in general, in addition to the 
hectic work pace of managers could have a negative impact on the interpersonal 
relationships of mangers with employees. Sayles (1979) argues on how crucial 
positive functional relationships are to the manager’s effectiveness. Wolk et al. (1982) 
put it well in “human beings are not cogs in a machine, but are warm, sensitive 
creatures who require contact to verify their feelings, attitudes and decisions” (p. 9). 
Analoui (1994) argues that managers have to get their job done through their people. 
In this sense, managers who are not psychologically well developed and mature will 
inevitably have a negative impact on both the psychological well-being and 
performance of others. Managers who are emotionally sensitive to self and others 
would then be perceived as “human managers”, according to a concept established by 
Mayo as early as in 1949. In becoming “human managers” (Mayo, 1949), and
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therefore treating others respectfully and humanely, managers need to be trained to 
become aware of their own motives, attitudes and behaviour and the impact on other 
people (Kakabadse, 1987). Research into the impact of interventions aimed at 
developing managers’ self-reflective ability on managers’ performance and 
psychohogical development is also another route that can be taken.
This literature review shows that, despite the increased popularity of the concept of 
personal development, literature on the concept is still limited. Mabey and Thomson
(2000) noted that literature has yet to present a coherent theoretical framework to 
make sense of the different available management development interventions and 
their impact on personal development of managers. In this context, qualitative 
research on the impact of the personal development interventions reviewed and on the 
personal and psychological development of managers needs to be conducted. 
Furthermore, studies and reviews of the various theories that inform these 
interventions could also help create a coherent theoretical framework for the 
rationalisation of personal and psychological development of managers. Another route 
for future research is to investigate the meaning that managers themselves attach to 
the concept of psychological development. A qualitative study, involving the use of 
focus groups and possibly employing the interpretative phenomenological analytic 
(IPA) framework as a research methodology, could be suitable for this aim.
In conclusion, the impact that the practice of counselling psychology may have on the 
managers’ psychological development, also seems to be an area with research 
potential. Such research will be aimed at further assisting managers to position the 
‘self as central and fundamental to their core practices and behaviours as managers.
In essence, this will be facilitating the process through which managers could achieve 
a higher sense of congruence between their role as managers and the ‘se lf, hence 
enhancing their performance.
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Appendix 1 
Use of Self
r  ■■ ■■
1 ■
Use of Self
My work experience in both the clinical and human resources fields, encouraged me to 
think outside the box, and therefore see things which are not necessarily easy to see and 
ponder about. In particular, this process was characterised by asking important questions 
about the way in which management training and development was advertised, presented, 
implemented and evaluated by some consultants and organisations. The fact that I felt the 
need to ask these questions without having an easy route to answers, indicates a self- 
reflective process which needed to be respected.
Presented with various issues related to managers’ and employees’ performance, I would 
have normally planned and devised active strategies to help teams and individuals 
manage such issues. Although these difficulties were often presented as related to lack of 
or limited job related skills, I often ended up enquiring such claims. I often thought that 
apart from learning new skills and improving existing ones, employees had other needs, 
potentially of a psychological nature. Despite being aware of this, the majority of the 
strategies devised were still based on management skills and knowledge, instead of 
directed at fulfilling participants’ psychological and personal needs. This was mainly due 
to time and financial cnstraints of the client, which always had an impact on the brief that 
was agreed. This discrepancy between my doubts and professional practice increased my 
anxiety and reinforced my doubts about whether my interventions were facilitating 
participants to change their behaviour or not. Hence, my feeling of unease in providing 
something that could only have minimal long-term effects, on the basis of what I 
perceived as the real needs of managers. Self-awareness, empathy, emotional sensitivity, 
self-esteem and self-confidence were some of the needs that I believed managers and 
employees had.
This realisation also reflected my view that people cannot be expected to excel in their 
job, if their psychosocial needs are not actively and effectively addressed. Individuals are 
human beings before they are employees. Some managers I worked with considered 
themselves ready and fully developed to assume such a complex role. In this sense, these 
managers did not seem to give importance to their psychological development. On the
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contrary, I also believed that when employees and managers are psychologically mature 
as individuals, then their work relationships, performance and organisations would 
benefit. The organisation, employees and the job itself could still be regarded as sources 
into which such personal maturity or immaturity could be projected. As a result, in the 
case of mature and able managers, work relationships tend to be better, more effective 
and based on respect. In addition, conflicts would also seem to be resolved with 
sensitivity and efficiency and a positive organisational culture and climate tends to be 
developed and nurtured.
Underlying this questioning process was a personal belief which could be summarised by 
using the statement “it is never good enough”. One of the positive implications of this 
was that I tended to continuously examine the impact of my interventions in view of 
participants’ real rather than perceived needs. However, this ongoing journey created a 
degree of inner tension, which could have been transformed into creativity and energy in 
order to develop new ideas. This tension usually triggered more questions and thinking, 
which in turn led me to read more and debate with other professionals in order to sharpen 
my ideas. In fact, I consider this inner tension as having been instrumental in my interest 
in applying counselling psychology in the area of management development. In turn, this 
idea became the main focus of my literature review. However, prior to deciding to go 
ahead and make sure that my idea was viable, I had interesting and fruitful conversations 
with various lecturers and was heartened by the general outcome of these discussions, 
which mainly reiterated two main issues; 1) that the idea could be a challenging academic 
and pragmatic endeavour, and; 2) that the need for managers’ psychological development 
interventions to be informed by more research is real, and not just my idea. In this sense, 
the feedback that I received reinforced my original ideas and gave me scope to continue 
developing my thoughts on the topic.
Furthermore, in the process of reviewing the literature on this topic, I continued to realise 
the lack of adequate awareness that managers had on their psychological development.
As a result, I was encouraged to develop new ideas on how this topic can be effectively 
researched, in view of possibly developing a relevant intervention. In this sense, my
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interest and enthusiasm was not only directed at knowing but also at creating. This 
research was therefore aimed to be action oriented and grounded in a deeper 
understanding of managers’ psychological development needs.
In conclusion, this choice of subject also reflected my belief in the versatility that is 
inherent in the application of principles and theories from counselling psychology. I 
believe that following professional training, counselling psychologists could be well 
prepared to assist people working in organisations to develop further and fulfil their 
performance goals. In this sense, counselling psychologists could apply their knowledge 
and expertise in assisting people in different contexts, other than only in clinical settings. 
Organisations, managers, and employees represent some of these other opportunities. 
Research was one very effective way that helped me improve my understanding on how 
this can be achieved, apart from giving me an opportunity to deepen my knowledge and 
understanding of the topic.
92
Appendix 2 
Notes to Contributors
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Personal Development: Its meaning and relevance to Maltese managers.
Abstract
Research and literature on management development has become increasingly 
prominent in various psychology and management journals. Yet research on personal 
development of managers is still in its infancy. This qualitative study aims at 
exploring personal development from the managers’ perspectives and experiences. 
Ten Maltese managers were individually interviewed about their views on personal 
development, and their experience of various interventions like training, counselling 
and coaching. Interviews were transcribed and subjected to interpretative 
phenomenological analysis. This yielded a number of themes suggesting that 
participants viewed personal development as important, particularly when achieved 
through experience. The importance of further exploring the use of counselling and 
coaching as personal development interventions is also discussed.
Keywords: Personal development, counselling, coaching.
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Introduction
Today, managers can choose from a variety of sources, methods and activities to fulfil 
their management development needs. This comes at a time when the role of manager 
is being re-conceived to face the increasing competition, turbulent business 
environment and human resources challenges (Mighty & Ashton, 2003). In this 
context, the manager is seen as a “change agent”, needing to possess effective 
interpersonal and intrapersonal abilities alongside technical competence, in order to 
develop the organisation’s human resources (Analoui, 1994).
Management development is a process through which managers seek to develop 
interpersonal and intrapersonal abilities. Mumford (1989) defines management 
development as “an attempt to improve managerial effectiveness through a learning 
process” (p.6). This learning process is seen as multi-faceted including not only a 
focus on technical knowledge and skills which are required for the job, but also 
aspects of personal development. Self-awareness, identification of strengths and 
weaknesses (Boumer, 1996), cognitive skills, emotional resilience and intelligence 
and personal drive (Butcher, Harvey & Atkinson, 1998), are all considered as aspects 
of the personal and psychological development of managers. Other aspects of 
personal development are related to managers’ interpersonal intelligence, which 
reflects the ability to be empathie and understand people in view of building and 
maintaining collaborative relationships (Gardner, 1993).
Haber (1996) contends that the importance of these facets of managers’ development 
rests on the belief that the self lives within the confines of our professional live. As a 
result, one will not be wrong to expect that managers’ character, past history, 
behavioural tendencies, attitudes and personal styles will inevitably have a direct 
influence on their performance at work and relationships with team players. Sayles 
(1979) stresses the crucial role that positive functional relationships play in the 
manager’s effectiveness. Korac-Kakabadse and Korac-Kakabadse (1997) coined the 
term “managerial fitness” to refer to the maturity required for managers to use 
personal power appropriately and not resort to domination.
Irrespective of the importance of personal development, the tendency to regard 
personal development as ‘soft’, and in turn, less important, when compared to the
99
‘hard’ and technical aspects of managerial work, still looms large in, the views of 
managers. Hyman and Cunningham (1998) contend that by being perceived as a ‘soft’ 
activity, personal development is also considered as hindering managers’ attention 
from reaching production objectives. This reflects a strong tendency to assume that 
managers’ work is only task-oriented. According to Lee (1999), this assumption may 
also hinder managers from acknowledging and addressing the importance of personal 
development.
Notwithstanding this, what do managers really think about their personal 
development? What is their evaluation of personal development interventions they 
experienced? What, in their view, do they need in order to support their personal 
development needs? These questions represent the essence of this research. This study 
was aimed to first explore managers’ understanding of the concept of personal 
development, and then gather their evaluations of experiencing methods of personal 
development. In trying to understand and interpret participants’ views and 
experiences, a systemic view of their role as managers was adopted. This focus pays 
due attention to the multitude of factors, like intrapersonal, environmental and 
organisational, that influence managers’ experience.
Method
The data were gathered by interviewing participants to elicit their ideas and 
experiences of personal development. The information was then analyzed using 
interpretative phenomenological analysis (IPA). According to Smith (1996) the aim of 
IPA is to explore the participants’ view of the phenomena being investigated. This 
aim corresponded directly with what this research set out to achieve, that is to gather 
participants’ views and experiences of personal development. In doing so, the 
researcher’s interpretative framework is considered to be part of the research process 
(See ‘Use of self section). Therefore, an interaction between the phenomenology of 
participants and the interpretative framework of the researcher is a trademark of the 
process of conducting IPA, through which meaningful and relevant interpretation of 
participants’ thinking could be achieved. The analytic account is presented along with 
various quotations from participants’ transcripts. Elliott, Fischer and Rennie (1999) 
suggested “grounding in examples” as persuasive criteria for the evaluation of the 
interpretation and the data itself.
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Participants
Ten Maltese managers, nine males and one female, were recruited and individually 
interviewed on their views and experience of personal development. Smith et al. 
(1999) advise a maximum of ten participants in IPA. This number of participants also 
reflects constraints linked with the data that will be generated and the timeframe of 
the research project.
The inclusion criteria for the sample were of managers having four or more years 
experience in management and managing a team of more than eight individuals. The 
exclusion criteria were of managers who I already knew or worked with before, others 
with less than four years experience and those who managed smaller teams than those 
specified.
Maltese managers were chosen due to how easily available participants were and the 
high convenience involved in conducting the interviews at a limited cost. The other 
reason was due to my pre-conceived notion that Maltese managers are still struggling 
to realise the importance of personal development in their work. Hence, I wanted to 
test this idea by conducting this research project.
A heterogeneous sample of participants with different ages, backgrounds and work 
experience in different sectors, was chosen. Although Smith (1996) advises 
homogeneous samples, I chose a homogeneous in order to opt for diversity in order to 
counteract the strong homogeneity that is considered to be one of the main 
characteristic of a small island like Malta. In this sense, access to a wider spectrum of 
ideas and experiences was thought to be enhanced by opting for a heterogeneous 
sample.
Participants were given an information letter and a consent form to read and complete, 
and an opportunity to ask questions about their participation in the study. The research 
was explained to participants as aimed at exploring and understanding their views and 
experiences of personal development and respective interventions.
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Interview Schedule
Participants worked in different parts of the island and interviews were conducted at 
their work premises. An interview schedule was developed during the planning stage 
of the research. It featured a number of preliminary demographic questions, followed 
by questions aimed to elicit views of personal development as a concept and 
intervention; the experience and evaluation of personal development interventions; 
the perspective on and experience of the managerial role and its challenges; the way 
these challenges are managed; the views of counselling, coaching and training as 
sources of personal development; and on perspective and experiences of a personal 
development intervention/s. The schedule reflected ideas from a systemic theoretical 
orientation, giving importance to the presence and interplay of intra- and inter­
personal factors in participants’ thinking and experiences of personal development. 
The interviews lasted between one hour and one and a half hours. Two interviews 
were held in Maltese on participants’ requests, and were then translated during the 
transcription process.
Analytical Procedure
All interviews were audio-recorded and transcribed verbatim. Transcripts were read 
so that familiarity with the data was achieved. Each transcript was then read 
separately, with notes about key comments, phrases, connections and processes made 
on the left hand margin of each one. The grouping of these notes, which reflected 
comments, phrases and links, were then translated into themes, which represented the 
data generated in the transcript. This process was then repeated with every transcript, 
until a resulting list of themes was produced. Consequently, the list of themes was 
examined to identify common themes and recurrent patterns, which were then used to 
produce a list of super ordinate themes. This list of themes was then structured to 
reflect a coherent narrative of themes.
Data Analysis
Demographic Information
Participants’ mean age was 41.5 years (range 27-56). One participant had a doctorate, 
two participants had a master’s degree, and five others had a degree. The rest either 
obtained a diploma or a number of GCSE advanced level qualifications.
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All participants have been occupying a managerial position for more than four years 
at the time of the interview. Prior to taking up a management position, one participant 
was a general practitioner, three were teachers, two participants worked in human 
resources, one participant worked in the army, another participant worked in sales, 
and the remaining two worked in social work. Of the ten participants, four were chief 
executive officers, three were departmental managers and three were team managers.
Emerging Themes
In the process of analysing the data, five main themes and one sub-theme emerged. 
The main themes were: personal development as important; personal development 
mainly by default; counselling as unnecessary to manager’s personal development, 
and knowing oneself as important as its sub-theme; training as important; and, money 
and culture as obstacles to personal development.
It is important to note that participants were given fictitious names to protect their 
confidentiality.
Personal development as important
This theme represents a collection of participants’ views on the meaning of personal 
development as a concept.
In this statement, George asked about the definition of personal development.
George: Ehm.. .no..ehm can you tell me what you really mean by
personal development?
Interviewer: What do you understand by it?
George: Personal development in my opinion can have two meanings, it
can, personal development in terms of your training, 
preparation for the job and personal development in the sense 
of feeling at peace with yourself... .1 don’t know the exact 
definition of personal development you are speaking about.
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George’s statement reflects the two facets of how personal development is often 
defined in current literature. One aspect is considered as focusing on providing 
managers with technical skills and competence, and the other on the self-development 
aimed at increasing self-awareness, emotional maturity and interpersonal skills, 
among others. It is also interesting that George equated the latter facet of personal 
development with feeling at peace with ‘yourself.
This view could be reflecting an understanding of one of the main aims of personal 
development, which is to make managers become better managers and better 
individuals. Personal development is aimed at helping managers increase awareness 
of self and others, and to potentially change their lives for the better (Irving & 
Williams, 2001). As such, it would seem that George’s idea of personal development 
is similar to a view about the aims of psychotherapy.
Another participant stated the importance of personal development.
In my role, personal development is important, however I would say that the 
more responsibility you have in terms of roles and positions, the more 
important personal development becomes. (Peter)
Peter highlighted how important personal development is to him as a manager. 
Interestingly, Peter also linked the importance of personal development with 
responsibility. He suggested that when managerial responsibilities are increased, the 
importance of and requirement for personal development also increases. The 
mediating factor in this link could be the increase in stress related to the added 
responsibility. Potentially, for Peter, personal development could mean a process 
through which to understand and manage such stress. O’Roark (2002) highlights 
personal development as related to assisting executives in dealing with anxiety, 
insecurity and stress that could decrease their effectiveness.
Another participant reflected on the nature of personal development as a process.
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I think that personal development is something which is always ongoing. I 
can’t believe, at least in my career as a manager in the navigation system, I 
find that you can never be a person who knows it all. (David)
David views personal development as ongoing and never ending. This seems to be 
based on an appreciation of possibly a lifelong learning and development process. In 
his view, David stresses the role of personal development in helping him acquire the 
technical knowledge he needs to perform in his job. Underlying this idea, there is also 
an understanding that the dynamic nature of his job or his view of it as such, is also 
influencing his view of personal development. Although by saying “can never be a 
person who knows it all”, David could have implied the role of personal development 
to assist in acquiring only knowledge. In another occasion his view was wider and 
went beyond acquisition of knowledge.
Personal development means that you are always becoming a better person 
and if you become a better person but understanding especially the people, the 
human aspect and relationships, I think that if you become a better person, you 
become a better manager (David).
In this occasion, David made it clear that he views personal development as related to 
him as an individual and as a social being at work. By his emphasis on “becoming a 
better person”, he also seems to be implying to another dimension of personal 
development, namely self-development. In this quotation, David highlights his 
perception on the fluidity that seems to exist between who he is as a person (self- 
identity) and how he performs as a manager (role-identity). In this sense, personal 
development and his development in his role as manager are seen as interdependent. 
Another participant also shared a similar view.
Basically I feel that unless a person comes to terms with himself he cannot 
come to terms with others. So in my opinion if a person, in order to manage 
people and manage an organisation, you first have to manage yourself 
(George).
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In this quotation, reference to “comes to terms with himself’ seems to highlight an 
understanding of how important it is to focus on one’s inner world. According to 
George, unless this happens, then the manager is bound to have difficulties in 
managing others. This statement reflects Willmotf s (1997) observation that managers 
not only have to manage others but they also have to manage themselves too.
Possibly, due to an absence of personal work or development, the manager’s personal 
issues and needs may easily come in the way of the manner in which he manages 
others. In turn, George could also be implying a view that the manager’s personality, 
with their strengths and needs, impacts the management of others. In this regard, it 
would be interesting to explore what George specifically means by “come to terms”.
I really believe that if you’re, you’re, you do not have any particular issues in 
your life, performing well on your job would be much easier so I believe that 
as long as you can deal with your life and you know obviously the technical 
aspects of your job, I think your performance at work should be quite ok. 
(David)
David seems to highlight the importance of possessing technical knowledge, together 
with addressing the needs arising out of his personal life or ‘self, in order to perform 
well at work. By using the term “dealmg  ^with your life”, David is potentially 
indicating the importance of attending to personal development needs in order 
facilitate good performance at work.
Another participant, who works in the public sector, also reflected on the importance 
of personal development.
I don’t think they think about it, that’s my opinion obviously. So I don’t think 
that the individual directors would positively think, “Oh how I miss personal 
development sessions”. I don’t think it is that active, but if you’re asking me, 
we all appreciate that we need it. (Marco)
I never really thought about personal development of managers in the actual 
sense. (Mick)
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Marco is clearly stating his appreciation of the need for personal development. 
However, for some reason he also thinks that his fellow managers do not think about 
personal development. Being a chief executive officer, his view could actually be 
reflecting his experience of managers working within his organisation. Consequently, 
this could also be providing a glimpse of a culture where personal development is not 
very popular.
Mick, who works as a manager within the public sector, reinforced this view in his 
statement. The fact that Mick and Marco work in the same sector and reflect similar 
views would suggest the presence of cultural and systemic factors influencing the 
situation they described. His assertions that he “never really thought about personal 
development” could be suggesting the lack of personal development opportunities that 
managers working within the public sector experience. Irrespective o f the 
opportunities available, this view could be reflecting his view that personal 
development is not really important, and therefore he never gave the topic much 
thought.
Another main interest of this study was to explore the interventions and methods 
which participants think are important sources of personal development. These views 
will be presented in the next section.
Personal development mainly by default
This theme presents participants’ views as to what, on the basis of their experience as 
managers, constitute a personal development intervention.
Irrespective of the sector they work in, participants seem to have found it easy to 
highlight and evaluate their experiences of personal development interventions. No 
less than six participants stressed the importance of job experience as a process of 
personal development for them.
Looking at a different aspect, I think I learnt to become a good manager 
through the hard way by making mistakes and trying to learn from them. 
(David)
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Mostly I developed myself through experience and through doing things. 
(Johnny)
Yes, hoAvever what I have today, ok the main training has to be in you but, you 
do become a better person, a better manager as you go along. (George)
Interestingly, David referred to this process as the “hard way”, possibly indicating 
how difficult it was for him to learn from experience while experiencing it. The focus 
on experience as a source of personal development could imply the influence of a 
hands-on mentality, marked by a focus on doing. The tone of David’s statement could 
also suggest the difficulty he had to actually learn from mistakes.
Johnny stresses the role that experience had in his personal development. In turn, this 
could be seen as intrinsically related to his belief that for him, experience was the 
main source of his personal development. Learning while “you go along”, as George 
described it is also another way of referring to action based learning and development, 
which he seems to have found useful.
In this context, this focus on experience begs the question of what do participants 
mean when they use the term ‘experience’. What happens during ‘experience’? How 
does personal development occur in experience? One participant tried to answer these 
questions.
I think you’d be a fool if you waste experience and experience doesn’t just 
happens, experience you do a thing, you think about it, see where you could 
have done better, you see where you could have, where you did really well and 
say next time I’ll do this again but maybe I’ll change my attitude or I’ll change 
my approach. (George)
In the above statement, experience is explained and exposed and somehow 
demystified. George perceives experience as a process of reflection on one’s decisions 
and behaviour, and their respective impact on performance, in view of improving 
outcomes. Hence, rather than being a buzz word or a catch phrase, experience is being 
portrayed as an auto-critical and self-reflective response to activity, which he engages
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in. In a sense, it mimics a process of getting ‘time-out’, in order for the manager to 
reflect on the process and content of his/her activities, with an emphasis on 
development. Again, this corresponds to the ability that psychologists and 
psychotherapists should have when working with people, in order to attend to the 
various aspects of therapy and particularly of the therapeutic relationship.
The majority of chief executive officers highlighted another method of personal 
development which they found useful.
I would say an experienced manager would benefit from really to join up with 
colleagues of more or less the same experience sharing in a practical way how 
they go about dealing with these situations. (Peter)
I always say that I think the most important thing is when you share ideas with 
others in similar positions. (Angela)
It is useful for meeting other people in the same position as you are and 
sharing experience rather than for the academic content. (Marco)
All the above quotations stress the role of networking as a useful personal 
development source. This activity is seen as helping these participants to link up with 
fellow professionals, share experiences and difficulties and learn from each other.
This emphasis on networking seems to rest on the belief that by sharing experiences 
with others who have similar responsibilities, learning and development will take 
place. This emphasis on networking could also be reflecting a sense of isolation that 
managers at higher organisational levels experience.
Another method of personal development highlighted by some participants was the 
use of coaching.
To be honest with you the word coaching is very ... is very good to me. I 
believe that a coach is a person who needs to know each individual well. 
(Johnny)
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I like personal coaching on one condition though, that the person who is 
coaching the other does not try to have a copy mate. (Angela)
In Johnny’s quotation, it is clear that, since he is a sports coach, then coaching is not a 
new concept to him. Consequently, it is also highly plausible that he perceives 
coaching in management to have the same principles of sports coaching. Although it 
is true that sports coaching inspired coaching in management, Zeus and Skiffington 
(2002) emphasize an influence stemming from models such as humanistic and 
existential psychology, together with constructivism and eastern philosophies in the 
practice of coaching. In his statement, Johnny stresses the importance of knowing “the 
individual well”, which in turn will warrant the development and maintenance of an 
effective professional relationship. This is another parallel between coaching and 
psychotherapy, in that in these interventions, the relationship is deemed to be essential 
and highly influential in attaining the desired results.
Further, Angela seems to also put an emphasis on the importance of the direction that 
the coaching relationship needs to have. In her view, the principle of working together 
and a sense of objectivity are considered important. Angela then goes on to spell out a 
formula that she thinks is necessary for good and professional coaching to be 
experienced.
You have to be a very secure person to leave yourself behind and coach the 
other person in the way he best can be. Now that takes a lot of self-awareness 
to be able to shed you and take on him and develop him. You cannot possess 
someone and I believe a lot in the respect to the other person. (Angela)
In her view, it is essential for the coach to uphold the principle of respecting the 
client’s autonomy, together with a drive towards working on mutually identifiable and 
agreeable goals. The emphasis on self-awareness, which is one of the aims of personal 
development interventions, seems to be based on the idea that for a manager to coach 
or assist someone, s/he needs to possess a good degree of personal development.
Another participant also mentioned coaching as an opportunity of personal 
development.
no
Interviewer: And what for you is an opportunity?
Boris: It could be coaching, individual counselling and these I will not
do them very publicly
Interviewer: But when you say coaching, what do you mean?
Boris: For example, if I have a stubborn manager I can go and talk to
him personally, listen and tell him “but if you do this and that”. 
These are opportunities you are giving which are not classroom 
based. Many a times these difficult people are not dealt with 
and simply bypassed.
By considering coaching and counselling as opportunities of personal development, 
Boris could be reflecting his view on the benefits of both interventions to personal 
development. However, his first reply seems to indicate that his views of coaching 
and individual counselling are highly similar, if not the same. In discussing other 
personal development methods, participants expressed their views and experiences of 
counselling.
Counselling as unnecessary to managers’ personal development
This theme reflects participants’ views on counselling as a source of personal
development.
Few participants referred to counselling as being relevant to their personal 
development. Participants who held this view seemed to have experienced and 
benefited from counselling. Other participants questioned the impact of counselling 
on their performance.
To be honest I wouldn’t know exactly what to be counselled about. I would 
need to sit down and see exactly what counselling of a manager or myself 
actually entails. (Sandro)
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I never thought about that. I mean it would be a good source I think when 
you’re confronted vrith certain problems and how you need to deal with those, 
but normally I think I’m finding myself able to cope without counselling. 
(Mick)
In the case of Sandro, it seems that he was not clear about the focus and role that 
counselling may have for managers. It would also seem that counselling is not an 
activity or a source of personal development that he considers to utilise. Mick stated 
that he never considered counselling as a personal development process. It is also 
interesting that Mick seems to equate the use of counselling with problems which 
would overwhelm or challenge his self-management capacities. Until now, it would 
seem that Mick had never encountered situations or challenges that he could not 
manage or solve. Whether this is a reflection of his actual experience or of an attitude 
which discourages engaging with a professional to fulfil personal needs, remains 
unclear.
Another participant was more direct in sharing his belief about counselling.
George; I must admit at this stage in my life, I personally do not believe
it’s, it could help, but don’t think it’d essential in one’s 
preparation for work and for managing people.
Interviewer: What is essential?
George: I believe a lot in management being an aptitude rather than
Interviewer: You either have it or you don’t
George: That’s it exactly, I believe that not everybody is capable of
being a manager, I have had experience with people who are in 
managerial positions, even in high-managerial positions and 
aren’t capable of doing it, and I see that maybe vrith coaching, 
counselling, personal development, call it whatever you like, 
they’d improve, but I can’t see people improve
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Interviewer: But you really don’t believe that they do, if they don’t have it
George: Exactly, I think people are bom managers
This excerpt uncovers some interesting dynamics, which seem to be related to the 
participant’s beliefs. From the first to the third intervention, one could see that George 
changed his view from one that views counselling as “not essential” to a less 
categorical perspective of “maybe with...they would improve”. However, at the end 
of the third response, he reiterates his first view by saying that “he can’t see people 
improve”. The reason for this view seems to lie in his belief that you are bom as a 
manager and therefore you will become good by experience and potentially with little 
need for personal development. If, on the other hand, you are not bom as a manager, 
then according to George’s argument, it can be inferred that one has little chance of 
making it as an effective manager.
George’s potential belief could also imply that counselling as a personal development 
method can do very little, if anything, to help someone develop as a person and a 
manager. In this scenario, the challenges that managers experience in managing 
people, for example, will need to be solved by the manager, who is seen to have 
inbom skills and aptitudes to enable him/her to do so. As such, there seems to be little 
appreciation of the ongoing nature of development in both personal and professional 
lives. Instead, the manager is portrayed as having an all encompassing tool-box, made 
up of skills, which vrill serve him or her without fail.
Two other participants highlighted difficulties that they would find in considering the 
use of counselling.
Marco: I think if it’s available, you get stuck much more readily if you
know what I mean, you know. Your threshold for what you 
would describe as stuck ...you’ll refer immediately cause it’s 
available... ehm we have to take that in a local context as well, 
you have to be careful in Malta
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Interviewer: In what sense?
Marco: Because in Malta the issue of confidentiality, I’m not
erhm....(laughs)
Among these were issues regarding confidentiality, trust and shame. The first 
statement that Marco made seems to refer to an underlying fear of dependency on 
counselling, which in turn could make him feel disempowered. He is also concerned 
about how difficult it is to maintain confidentiality in a small country like Malta.
Another difficulty that was identified was related to the views about counselling and 
its use.
On me personally I don’t think it will have any effect, but I think that it makes 
me think a little bit of what others might think. (Johnny)
Johnny seems to indicate a level of concern of how others would see him if they knew 
that he was undergoing counselling. In turn, this quotation may be reflecting a 
negative connotation that Johnny thinks counselling has in the minds of others. This 
may be reflecting a stigmatised view that Johimy imagine others having towards 
counselling. To what extent this may be based on experience or simply a projection of 
his fear or personal view of counselling onto others, is not clear. Additionally, it could 
also reflect some difficulty that Johnny finds to accept that he could experience a 
situation that will warrant counselling. On the other hand, some participants stressed 
how important it is to know oneself.
Knowing oneself as important
This theme presents views about the benefits of self-knowledge and its impact on 
participants’ performance as managers.
Johnny shared some doubts he often experiences about his abilities.
So that’s why I have my doubts as to whether I’m a better person when 
dealing with people issues before or now. That’s why sometimes I feel that
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look, I can take a snapshot of what I’m doing today and you know somebody 
could assess what I’m doing today and you know guide me to what 
approaches I could take, things we could do. (Johimy)
I have my doubts as to whether I’m a better person when dealing with people 
issue before or now. (Johnny)
Although in the previous quotation, Johnny raised his concern over what others might 
say about him using counselling, he nonetheless expressed the need that he feels to 
examine his work performance. It would seem that Johnny experiences doubts about 
his performance as a manager, and specifically about his performance in managing 
people. There may be various reasons behind his experience of doubts. One of them 
could certainly be reflecting a personal need or trait that warrants further exploration 
and consideration. Whatever the reason, this concern could be characterised as a 
personal development need.
Participants had no difficulty exploring their view and experience of training as 
discussed below.
I try to spend a few minutes, sometimes even half an hour, thinking about the 
mistakes that I could have done during the week and iff  haven’t solved them, 
how I will solve them. (David)
You are fire fighting all the time. It leaves you with relatively little time to sit 
down, plan and evaluate and be proactive. (Marco)
Two of the four participants who occupy the role of chief executive officer, 
highlighted the importance of having time to think and plan. Although they view this 
as important, they also acknowledge how difficult it is for them to actually have the 
time to think and reflect. The thinking process about mistakes highlighted by David 
resembles an auto-critical process potentially based on a desire to learn more about 
oneself and consequently improve performance. It is also described as a creative 
process focused on finding solutions.
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On the other hand, Marco implicitly remarks on how important he considers having 
time to think is, but yet how little opportunity he finds to do this. The use of “fire 
fighting” could imply a culture of responding to tasks or challenges in a reactive 
fashion, rather than in a pro-active manner.
Training as important
This theme reflects participants’ views on training as a source of personal 
development.
In different ways, participants expressed the view of training as important, at least in 
principle.
I feel that human resources are our main investment. The amount of money we 
invest in training every year is quite considerable. It’s about 10% of our 
budget. (David)
David used an estimate of his company’s budget to stress how important training is 
for him, and how this is then reflected in how he runs his organisation. In this sense, 
David’s view of the importance of training seems to be cemented on his belief in 
human resources being the main driving force of his company. As such, real 
investment in training is warranted. Another participant also hinted at viewing 
training as important.
Well, there is nothing really planned about it you know. It comes up. It’s not 
something like you know we’ve got an allocation for one month in a year 
where we say this is a training month. Nothing is structured in that way as yet. 
It’s more like, you know someone will come along, have a conversation, it’s 
not something you look for. (Sandro)
The importance that Sandro attaches to training is implicit in this quotation. By using 
the term “someone comes along”, he implies that sometimes training does happen. On 
the other hand, his emphasis on how training is not planned could be hinting at a view 
where training is not seen as important. This approach to training could reflect a view 
that employees and managers have of training as a luxury rather than a route to their
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personal and professional development. If, on the basis of motivational theory, it is 
believed that understanding of a personal need is followed by a need fulfilling 
behaviour, then by using the term “not something you look for”, Sandro could be 
suggesting that training is not seen as a solution for some of his personal and 
professional needs. However, the fact that training is not rigorously planned for could 
potentially reflect the way the company is run and managed. The culture of the 
organisation could be one of the main reasons behind training not being planned. 
From a systemic perspective, this reflects an external factor which is influencing 
participants’ views and operations as managers. Sandro’s view could also be 
considered as a response to this external constraint, which is in the form of an 
organisational belief, practice or limitation.
Other participants labelled the training activities they experienced as very technical 
and theoretically focused.
I must admit that my training was a rather technical training more than ehm,
psychological preparation for your working life. (George)
None of them had a module on negotiation with unions, for example. So I
think my negotiating skills I had to develop myself. (Marco)
The terms “I must admit” and “had to develop myself’ could suggest that these two 
participants believe that personal development is important to them. Further, they 
stress that the training they experienced did not address aspects of personal 
development or what could be called as the ‘soft’ side of management. In turn, this 
could be suggesting, as research in the field of personal development indicated, that a 
focus on personal and psychological abilities is hardly one of the strengths of various 
management development programmes. Lee (1999) describes how, although people in 
organisations are becoming more aware of personal development, interventions still 
tend to focus on short-term or technical managerial knowledge.
Money and culture as obstacles to personal development
This theme reflects two main reasons behind the difficulty that some managers
experience to access personal development interventions were explored. Participants
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highlighted factors that they think are hindering them from accessing personal 
development interventions.
They are lacking for different reasons. There is a reason which I haven’t 
mentioned, which is the financial reason because it costs money and the 
budget being as it is, I mean there are training programmes, but as I said for 
these things you really need to find a niche budget to actually organise it and 
have time for it. (Mick)
The use and rationalisation of financial resources in Mick’s organisation is seen as 
hindering him from attending to his personal development needs. This issue could 
also be understood from a systemic perspective, in that it reflects an aspect of the 
organisation or indeed its culture, which is having an impact on participants’ views 
and behaviour. The fact that Mick asserted that there is no money to fulfil his personal 
development needs could be taken to reflect a financial limitation. In addition, it could 
also be mirroring a situation where personal development is not on the managers’ 
agenda and therefore money is not made available in their budgets. From a systemic 
perspective, this view could be part of a belief or meaning system, which influence 
the way managers see reality and decide to act (Campbell, Draper and Huffington, 
1989).
Another difficulty which is experienced as an obstacle to personal development was 
also explored.
But there are political exigencies and political exigencies do not have 
parameters so they tend to change regularly and that makes the situation of 
any manager very difficult. (Peter)
Peter, who works in the public sector, highlighted the impact that political influence 
seems to have on his performance as a manager. In turn, this influence is highlighting 
an inter-relationship between two systems, mainly his role as a manager and the 
government organisational structure. The latter could be seen as a supra-system, while 
the former as a sub-system, which are in an inter-dependent relationship with each 
other. The above statement could indicate that, although Peter considers the political
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needs and goals as intrinsic to his sector, he nonetheless views a lack of appreciation 
of boundaries as problematic. This view seems to be stressing how political needs 
serve to act as pressure rather than guidelines to his performance as a manager. In 
fact, Peter makes clear how he compares the private and public sectors in terms of 
understanding the importance of effective boundaries.
In this sense the private sector appears to have more clear boundaries today. 
(Peter).
The above statement seems to reiterate the argument of Boydell and Pedler (1981) 
that organisational climate will always present “gateways or barriers” (p. 41) to 
personal development of managers. In the case of Peter, political needs, seemingly 
emanating from politicians and the public systems they run, seem to be experienced as 
barriers.
The culture of the organisation was another counterproductive influence on 
addressing personal development needs, highlighted by some participants.
I think it’s just a question of culture more than anything. It’s never been done. 
There is nobody apart from the initiative we took two months ago, nobody 
said let’s do something internal. (Marco)
From my point of view, I think, if there is something which needs to be done 
which does not concern me individually and my personal development in the 
organisation, the other things are done and you know, and I think there is 
another reason why as an organisation we have not recognised this fact. It is 
because we are all the time moving from one project to another. (Johnny)
In the first statement, Marco describes how he thinks that personal development is not 
a part of the organisation’s culture and practices. In this scenario, such a potential 
belief system seems to be running the show and hindering the experience of personal 
development for Marco. From a systemic view, this is another clear example of how 
organisational values, beliefs and priorities influence the practice of managers.
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In the other quotation, Johnny describes the hectic pace of managers as possibly one 
of the reasons why personal development is not being addressed in his organisation. 
Again, this could be reflecting the strong task-oriented focus that he and possibly 
other managers have in his organisation, at the expense of attending to process and 
personal development issues.
Discussion
Although this is a qualitative study conducted with only ten participants in a Maltese 
context, it still revealed views and experiences of personal development that reiterate 
already established views in the available literature. This study reveals that personal 
development is consistently considered, almost by all participants, as important to 
their managerial role and performance. A number of participants also emphasized the 
role that, in their view, experience plays or has played in their personal development 
as managers. Experience was described as “the hard way”, and also as a process based 
on thinking reflecting and acting. According to Gosling and Mintzberg (2003), “what 
managers desperately need is to stop and think, to step back and reflect thoughtfully 
on their experiences” (p.57). The emphasis on experience is not entirely a surprise, 
since it seems to fit with a particular way of managing. This is a model of 
management with a strong emphasis on doing and attending to tasks that need to be 
done, often at the expense of attending to the process. Kakabadse (1987) contend that 
for managers to treat others respectfully and humanely, they need to be trained to 
become aware of their own motives, attitudes and behaviour and its effects on people. 
Hence, managers need to stop, observe, process and develop.
Results also showed that methods of personal development that participants 
highlighted as useful were networking, training, coaching, counselling. Networking 
was seen as important primarily by chief executive officers, who regarded the sharing 
as leading them to learn and develop. When it comes to counselling, some participants 
were not very enthusiastic about its merits for personal development. In some ways, 
counselling was seen as necessary only when there is a problem. This view does not 
shed more light on the personal development issues that participants think would 
warrant counselling. Yet, some participants stressed the importance of having self- 
awareness as a tool to help them improve their performance as managers.
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Coaching seems to have become a popular term in the vocabulary of some 
participants. However, very few participants said that they have experienced this 
process of self-development. Some of the reasons identified for not experiencing 
coaching and training were related to intra-personal, inter-personal and contextual 
factors. Ideas and views of self and personal development, together with a positive 
evaluation of self seem to constitute the intra-personal factors. Organisational issues 
such as culture and finance were the main reasons described as hindering managers’ 
opportunity to utilise coaching and training. In turn, both the inter-personal and 
organisational issues discussed reflect a systemic influence on participants’ views.
Although a valid issue can be raised about the sample size and the context, and hence 
its relevance to the bigger picture, this research still reflects an initial exploration of 
the research topic. However, some of the findings clearly reflect an aspect of the 
Maltese organisational context, in terms of how organisations view personal 
development. The financial limitations that a lot of companies experience greatly 
influence the lack of opportunities that managers have to address their personal 
development needs. This seems to be particularly present in governmental 
organisations, where organisational complexities and cultures, together with political 
realities and pressures, make it very hard for personal development to be firmly 
included in the agenda for management development. Promoting personal 
development will invariably mean spending organisational money, which could 
otherwise be spent on improving sales and beating the competition. In this sense, 
personal development, in the form of training, coaching and counselling, among 
others, is potentially still seen as a luxury that ean only be afforded when things are 
going right, that is when profits are good.
Notwithstanding this, this research could serve as a basic building block for other 
researchers to continue building on. The understanding of personal development of 
managers from a systemie perspective could enhance the understanding of how 
organisational cultures in the Maltese context are influencing this aspect of 
management development. This can be supported by a more rigorous evaluation of 
the personal development interventions which participants experience.
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In addition, specific attention could also be given to the role that coaching 
interventions can play in facilitating managers’ personal development. Consequently, 
a wider exploration of the use of executive coaching and its impact could shed more 
light on the psychological theories, methods and techniques which are valuable and 
effective in the process of coaching. This could help towards identifying an effective 
coaching process which could then be made available to managers and evaluated in its 
impact in different contexts.
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Use o f self
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Use of self
During my experience of working in the management field, I have often reflected on 
whether managers were aware of their personal development needs, and if they were, 
how were they fulfilling them. This process was fuelled by witnessing and working 
with problematic team dynamics and their respective managers. Among other issues, 
these situations often reflected difficulties related to management and leadership 
styles. I also realised that, since managers are expected to manage different people 
and teams to fulfil performance targets, then they must also need to build effective 
relationships with employees. In turn, in order to continue achieving and maintaining 
good management of people, relationships between managers and employees need 
constant attention. In this sense, there is a clear parallel between the counselling 
psychologist’s attention to the therapeutic relationship and the manager’s required 
focus on his/her relationships with his/her team members.
My tendency to view managers and their team’s performance fi*om a psychological 
perspective reflects my appreciation of the crucial role that ongoing personal 
development plays in my work as a counselling psychologist. This tendency started to 
develop in my adolescent years, when I realised that by turning my attention inwards 
and attempting to examine and experience inner complexities and at times chaos, was 
important besides trying to comprehend the chaos that was unfolding in front of me. 
This process did not only give me strength and refuge, but also planted the seed for an 
ongoing journey through which I could further my personal and professional 
development.
This journey continued during my work experience in the drug rehabilitation sector 
and in the management consultancy field. My experience within these sectors 
convinced me to continue furthering my personal development in different ways. One 
of the routes that I chose to do so was to embark on an academic journey aimed at 
obtaining my doctorate qualification in psychology. Specifically, my literature review 
on this topic was my first attempt to seriously and rigorously study this subject area. I 
wanted this exercise to serve as a reality check process, in order to determine whether 
my views were simply subjective experiences which were being generalised. This 
reality check was crucial, in that its results confirmed that my ideas were not 
stemming out of my perfectionist and idealist view of how managers should be or
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work. Rather, my view of the importance of personal development to managers, who 
manage people on a daily basis, was reinforced.
When I worked with managers who seem to have no appreciation of personal 
development, I would struggle to have respect for the way they carry out their role. In 
addition, when thinking of how, irrespective of this fact these managers were paid 
high salaries, I would feel a sense of anger and injustice. This reaction reflects the 
knowledge that, it is not rare for managers to be judged simply on reaching targets or 
goals with little regard to how they impacted people and teams in the process. While I 
was conducting the interviews, I sometimes found myself feeling irritated in reaction 
to some of the views that were being discussed. These feelings served as a reminder 
of this underlying anger, which I was aware of and kept control of. I constantly 
reminded myself to ‘bracket’ my feelings in order not to contaminate the data. A part 
of me was actively listening to the participants’ views, and the other processed my 
reaction towards the views being shared.
Generally, the findings from this qualitative study reinforced my view that a lot of 
work needs to be done, particularly within the Maltese eontext, to promote the role of 
personal development of managers. My belief that counselling psychology has a role 
to play in this area was greatly strengthened. In this sense, the research findings 
reinforced my aim to continue working towards achieving a greater degree of 
versatility in my knowledge, skills and attitudes, which I can then translate in 
meaningful performance in this area. My emphasis on developing versatility is also 
seen as an important aspect of my personal development, in preparation for more 
extensive work as a counselling psychologist working in this area.
Throughout my first two years of the 3-year doctoral training, I have realised that 
although fear is part of every challenge I face, the ability to process this fear and to 
further develop my skills and confidence is also essential. One way to develop my 
confidence is to constantly support this commitment by reading, researching and 
attending workshops. In doing so, it is also important to remind myself of the 
importance of self-reflection, which can then yield more awareness of self and 
practice.
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In my mind, my firm belief in this never ending journey is affirmed by Socrates’s 
statement that the unexamined life is not worth living. I strongly believe that this 
maxim should not only apply to counselling psychologists but also to managers and 
those working actively with people.
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RESEARCH INFORMATION AND APPROVAL FORM
MATERIAL REDACTED AT REQUEST OF UNIVERSITY
STATEMENT
We are asking the organization, namely______________________ to grant permission to one of
its employee to participate in this research project on personal development of Maltese 
managers. The purpose of this study is to gather information about participants’ views about the 
meaning and relevance of personal development.
The aim of this approval form is to give you the information you will need to help you decide, 
whether or not to grant permission to one of your employees to participate in this research 
project. Before you sign this form, you may want to ask questions about the purpose of this study 
and its various aspects. In this case, it would be greatly appreciated if you kindly use one of the 
above methods of contacts so that your questions will be addressed to your satisfaction
Please keep one signed copy of this approval form for your records and return one signed copy to 
the principal investigator listed above. The consent form may be sent by email or mail.
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RESEARCH INFORMATION AND APPROVAL FORM
MATERIAL REDACTED AT REQUEST OF UNIVERSITY
STATEMENT
We are asking the organization, namely______________________ to grant permission to one of
its employee to participate in this research project on personal development of Maltese 
managers. The purpose of this study is to gather information about participants’ views about the 
meaning and relevance of personal development.
The aim of this approval form is to give you the information you will need to help you decide, 
whether or not to grant permission to one of your employees to participate in this research 
project. Before you sign this form, you may want to ask questions about the purpose of this study 
and its various aspects. In this case, it would be greatly appreciated if you kindly use one of the 
above methods of contacts so that your questions will be addressed to your satisfaction
Please keep one signed copy of this approval form for your records and return one signed copy to 
the principal investigator listed above. The consent form may be sent by email or mail.
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1. Who is being asked to participate in this study?
Managers who have more than four years experience in managing people. In total, 10 managers 
from different organisations will be chosen to participate in this study.
2. What will participation in this study involve?
If you agree to give permission for one of your employees to participate in this study, the 
participant will be asked to:
2.1 Take part in a face to face interview, which will last approximately 75 minutes aimed at 
exploring his/her views on the topic under study
3. For how long will the investigator maintain your information?
The information contained in the audio tapes will be maintained until the research study is 
presented to the Board of Examiners and evaluated. This should be completed by September 
2004, after which the tapes will be destroyed.
4. Who will have access to the data generated?
Only the principal investigator and his research supervisor will have access to the audio tapes 
that contain the information.
5. How will the information gathered be used?
The information gathered will be processed and analyzed in view of being presented in the research 
results report. In this report, there will be no direct or indirect reference to your organization and the 
participants that took part in the research. The analysis report will only explore and report the views 
of participants in the light of the current theory, research and practice.
6. What are the possible risks of participation by your employee?
Participation in this study is not expected to create psychological, social or personal risks for 
participants. However, as the topic is about personal development, in some rare cases this may 
involve exploration of personal issues, which in turn could cause some distress. For this 
eventuality, a debriefing period after the interview will be used to counter any of these effects. 
Additionally, if participants feel the need, they would be given names and contact details of two 
psychologists who would be able to provide professional help.
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7. What are the possible benefits of my participation in this study?
The organization will not receive direct benefits from allowing a participant to take part in this 
study. However, the information contained will be used to further analyze the issue of personal 
development for managers in Malta, in view of developing appropriate interventions.
8. Who may use information about you?
Information about the organization and the participant in question will not be divulged in any of 
the research stages. The identity if both the organizations and participants will be strictly 
protected.
9. What if I decide not to give permission for one of my employees to participate?
By signing this approval form, you are giving permission for one of your employees to 
participate in this research. If you refuse to give permission, then your employee will not be able 
to take part in this research.
10. Will I be given feedback about the participation of my employee following the 
completion of this research?
You will be given a summary of the research results, which if required will be followed by a 
copy of the actual final report. No feedback about individuals participating in this research will 
be given, as this will not be respecting confidentiality.
11. May I withdraw or revoke (cancel) my permission?
Yes. You may decide to withdraw your permission for an employee to participate in this research 
at any time.
12. Is my granting of permission for participation in this research voluntary?
Your granting of permission for participation in this research study for the purposes described 
above is completely voluntary. You may choose to grant permission or not.
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CONSENT
I have read this approval form (or it has been read to me). I have had the opportunity to ask
questions. All of my current questions have been answered to my satisfaction. I,
___________  , who holds the position o f _______________within________________ ,
voluntarily grant permission for one of my employees to participate in the study on ‘Personal
development: an exploration of its meaning and relevance to Maltese managers’.
Organisation’s printed name
Organisation’s signatory name
Date
CERTIFICATION OF INFORMED APPROVAL
I certify that I have explained the nature and purpose of this study to the above-named 
individual. I have discussed the possible risks and potential benefits of participation in this 
research. Any questions the individual has about the study have been answered, and I will be 
available to address future questions as they arise.
Joseph Calleia
Printed Name of Person Conducting Informed Approval 
Discussion
Signature of Person Conducting Informed Approval Date
Discussion
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Demographic information
Male ___ Female ____
How old are you? [ ] years
Please specify your Ethnicity: (please tick)
White   Indian/Pakistani/Bangladeshi
Chinese__________________  Black African
Other (Please specify) ____ Black Caribbean
Black Other
What is your highest education qualification?
Postgraduate degree/diploma ____
Undergraduate degree ____
Diploma ____
A-level/s ____
GCSE 0-level/s_________________ ____
Other
What is your current occupation?
Briefly describe your main responsibilities in this role.
For how long have you been in this position? [ ] years
Briefly mention other previous roles you occupied before starting your managerial 
career.
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Interview Schedule
1) Introduction
Thank you very much for participating in this interview. As you may be aware, vast 
quantity of literature was written and published on the psychological development of 
managers. Various businesses and services were also developed to provide 
interventions that fulfil these developmental needs of managers.
The scope of this research interview is to gather your thoughts, feelings, experiences 
and evaluations of the various aspects of the psychological development of managers. 
In this sense, I will be putting some questions to you in order to help you elicit and 
discuss your views and experiences as a manager.
2) Views on personal development
Could you please describe your thoughts/feelings about the concept of 
psychological/personal development of managers?
Thoughts about what it should/should not include.
Ideas on how useful or not they find investigating personal development of managers.
What is your opinion on its role within management development and practise in 
general?
In your experience, what is the position that managers' personal development holds in 
the priorities of Maltese managers?
In which organisational sectors do you see psychological development as prominent 
or important and reasons why?
Beliefs on how relevant and beneficial or not these interventions are to you as 
managers.
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In view of your responsibilities, how can personal development assist them?
3) Personal experience of personal development interventions
How frequent do you attend to any kind of psychological development interventions?
What is your evaluation of experiencing these interventions, in terms of how 
relevant, effective and useful they were for you as a manager?
Any changes that you would have made to make the interventions more effective to 
your needs?
4) Role as manager
Explain to me how you view your job of a manager?
What, in your view, does a manager need to do to perform well?
Which elements in your job do you find most challenging?
How do you manage these challenges?
What is your experience in managing people?
5) Counselling and coaching
What is your view of the use of counselling to address personal development needs? 
And coaching?
Any other interventions which you think will be useful for your personal 
development?
139
6) Way forward
What, in your view, would an ideal intervention aimed at addressing your 
personal development include?
What would be the ideal psychological development intervention for you? 
Onsite
Regular or one off
Structured/semi-structured
Classroom/group/process
What would help and hinder participation in such interventions?
7) Ending
We are now coming to an end of this interview. Is there anything you would like to 
add, which you think is important to what you have already said? Once again, thank 
you for participating in this research. As you have already been informed, this 
interview recording will now be transcribed and analysed, in view of being presented 
in a final research report together with data gathered from the other interviews. At no 
stage in this process, will your name or personal details be used. Instead pseudonyms 
will be used to protect your confidentiality.
8) De-briefing
How do you feel now?
Is there anything about the interview you would like to discuss?
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Transcript of Interview with George
The following is a transcript of an interview which was conducted in English. The
name and personal details of the research participant has been altered to assure
confidentiality.
T1 : As you probably know there have been a lot of articles written in literature in
managerial and psychological journals on the psychological development of 
managers. I would like to start the interview by asking you to tell me what 
your views of personal development of managers are, you as a manager?
PI : Basically I feel that unless a person eomes to terms with himself he cannot
come to terms with others. So in my opinion if a person, in order to manage 
people and manage an organisation, you first have to know how to manage 
yourself.
T2: So, give me more detail about that and try in a way to give me your personal
experience
P2: Let’s give you an example, ehm say it’s a bad day for you personally, say at
home, family health wise the last thing you feel like is going to work facing 
people, facing problems, facing, so if in your life you are not at peace with 
yourself and you are not capable of having big problems at home, not having 
big problems in your personal life, then it’s going to be very difficult to face 
problems within the organisation outside of your personal life. So through this 
example I think we are showing that ehm before trying to manage people and 
trying to manage every aspect of an organisation, your mind has to be at rest 
with yourself.
T3: In a way you’re indirectly portraying the picture or the relationship very much
between the personal life and the life at work, which to you seems to be very 
much directly related
P3: Yes of course I think everything affects your life, your personal life will affect
the way you manage your work and your work will affect the way you manage 
your life, like if you have a bad day at work then obviously you are going to 
come home, you are going to feel tired, feel frustrated so every aspect of your 
life will have an impact on the other aspects of your life.
T4: Ehm you can speak generally on this one, what in your opinion can help you
to be able to filter whatever troubles, whatever issues you have outside work 
ehm which then enable you do a good job at work managing others?
P4: What was the question again?
T5: What can help you to filter those worries, those troubles, those stresses and
obviously then enable you to do a good job?
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P5: It’s difficult to say exactly what helps you filter but I think your life is one, if
you know what I mean, you can’t say this is my life at work, this is my life at 
home...
T6: Some people do , some managers say my job is to manage people and to
achieve goals, and to move forward, ehm I leave my personal life, my home 
life, family life behind me and..
P6: No, personally I find that a bit difficult, personally I am the type of person
who gets into something ehm wholeheartedly, so if I have a problem at home 
that is worrying me it is going to be very difficult for me to perform well at 
work and obviously vice versa.
T7: What do you do to perform still well enough at work?
P7: I think during those days when I am facing the problem ehm I think at work
people notice number one, so I am not able, maybe because I am still 
relatively young and still inexperienced, I am. I, I am not able to leave what is 
home, home and what is work, work, so people will notice
T8: In what sense?
P8: If  I have a problem at home, people are going to notice, my wife is going to
notice and people at work are going to notice
T9: How would they notice?
P9: Through being al little bit irritable, through where usually I am a person who
likes to speak and joke and laugh, ehm on a day when I am feeling down at 
home, at work my nature will be a little bit different. However, I realise fi^ om 
experience that when I have a problem everybody realize
T10 : Quite clear changes.... basically
PIO: Definitely..
T il :  And very, very apparent,
PI 1 : definitely, definitely, and what I do because obviously you can’s say this week
I have a problem so I am not going to work, what I do is try to change the 
nature of my work a bit, so for example in a week where I have problems I try 
to stick on my computer, do routine things, do ehm things which do not 
require so much interaction with people, where you know I can be alone and if 
I need to stop and think or stop and stare for 5 minutes, I can do so.
T12: So, by that same token if you cannot make the day more comfortable for you
to suit you, you would have quite a hard time.
P I2: I will try and manage as best as possible, but luckily due to the nature of my
work I am quite in control of my day, so obviously if the problem is a
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prolonged problem, like when it takes a month, then things will obviously 
change so when it is a bad day I can easily ...
T 13 : have you ever had such a problem?
P 13 : No, no not until now
T14: So they come and go like
P I4: Yes, yes cause my problems luckily tend to be rather mundane problems, no
major problems until now
T15: So, I mean you obviously know yourself most, apart from the closest people 
around you. With that knowledge, if you had to put this aside, you know, this 
ability you have to change the schedule, how would you see yourself, what do 
you see yourself doing to manage the day without repercussions?
P I5: I would imagine that maybe, I don’t know, maybe I do something before work
like go for a walk, chill out a bit, have a good thought and then be able to go to 
work with a more, you know, relaxed where I try to put my worries aside so I 
probably try to do something before work
T16: Would you do any other things besides that?
P I6: (3 Sec wait) And maybe I speak to people at work about it you know people I
really affect at work, people I really work closely with I’d share not every 
detail of the problem, but I’d inform them that I have a problem, but here I’m 
saying it’s a prolonged thing not when I am having a bad morning, I think I 
would inform those people, even if I am a bit strange I’d prepare them
T17: Ok, ehm in a sense one reaction I would have to that is that it’s kind of
reactive approach, you do sense there is something that is troubling and you 
prepare and inform people..
P17: Yes, yes
T18: Would there be any other different approach you would perhaps use?
P I8: Obviously the easiest thing to do is to try to solve the problem that you’re
facing, but it is not always possible, so you know, if you have to live with it, 
then that is the option I would take
T19: In a more, in a wider terms, let us imagine that you do not have problems that
er troubling you that much, ehm how would you then see the relevance of 
personal development to you as a person and then as a manager?
P I9: I see, so we’re speaking here about normal life, normal, ehm (3 sec wait) no
ehm can you tell me what you really mean by personal development?
T20: What do you understand by it?
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P20: Personal development in my opinion can have two meanings, it can, personal
development in terms of your training, preparation for the job and personal 
development in the sense of feeling at peace with yourself and feeling ehm I 
don’t know the exact definition of personal development you are speaking 
about.
T21 : So in a way, what you would say, you would split into two, one aspect if I
understand you correctly would be the technical aspect as to how you can do 
the job better and the other one perhaps would be perhaps related to the more 
relating with others, relating with yourself and managing
P21 : Which in management is very important, personally if you had to ask me what
you understand by personal development I wouldn’t imagine its the training 
you have for the job, it’s your preparation to do the job
T22: Exactly, let’s continue with the definition that you put forward, what would
help you in terms of your ongoing personal development?
P22: I don’t think I can really think of a course of action, I think it’s more one of
those things when you’re, when you’re capable of dealing with things as they 
come along, so for example ehm the preparation you have had, your 
experience in life would prepare you, ehm to deal with issues as they come 
about, be it in personal life or be it at work, so I can’t really think of a line of 
action in terms of psychological preparation and psychological development
T23: So, it’s more ehm ,..
P23 : I think it’s more of an ongoing process ...
T24; ongoing process happening at work and outside work as well..
So, what would your views be on what some managers would say as, you 
know coaching be one way of developing oneself psychologically and 
personally?
P24: However, I imagine it’s from my experience I’ ve never experienced coaching
in that sense I can think of coaching but more in terms of preparation for the 
job, in terms of the technical aspects of the job rather than ..
T25: Ok, ok
P25 : I have never experienced it
T26: So you’ve never experienced it, you see a value in it as regards the technical
aspect of your job, but I am sensing that you are still in two minds whether it 
has some value in the psychological and personal domain
P26: I am sure that in, it would have helped ehm but it has not happened to me
T27: That would be because?
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P27: My training was more on the job training rather than academic training so
whereas I imagine coaching is an on the job thing, ehm
T28: So are you saying that basically what you were trained to do is something
different that what happens in coaching?
P28: What you were trained to do is something different. Ehm, Yes I must admit
that my training was a rather technical training more than ehm psychological 
preparation for your working life
T29: However you still, based on what you said earlier, you still seem to see, ehm a
strong value in attending to your personal needs, you said you go for a walk 
and all that, so you are kind of portraying two sides of it. One is that because 
of your training you do not see much the point of coaching within the 
technical and yet you do see the importance of ehm attending
P29: I really believe that if you’re, you’re, you do not have any particular issues in
your life, performing well on your job would be much easier so I believe that 
as long as you can deal with your life and you know obviously the technical 
aspects of your job, I think your performance at work should be quite ok.
T30: So, am I understanding well if I say that as long as you do not have
outstanding or long-standing issues ehm that are troubling you, at the end of 
the day personal development is something that happens automatically
P30: Yes, yes
T31 : Run of the mill sort of thing,
P31: Yes I think so
T32: So again by that token what would your view be about counselling being one
of the approaches that people use, managers use
P32: I can’t really appreciate it because it hasn’t happened to me, so maybe if we
speak again in two years time and I would have undergone counselling 
sessions, then I see their value more, but not having happened to me ..
T33: And that is something, another way of saying in way, nothing major ever
happened to me to push to go to counselling, therefore I cannot evaluate this 
possibility. So le t‘s put the scenario in a different way ehm, how do you see 
the relevance of counselling to just help you become a better person and a 
better manager?
P33: (7 sec wait) I must admit that at this stage in my life, I personally do not
believe it’s, it could help, but I don’t think it’s essential in one’s preparation 
for work and for managing people
T34: What is essential?
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P34: I believe a lot in management being an aptitude rather than..
T35: You either have it or you don’t
P35: That’s it exactly, I believe that not everybody is capable of being a manager, I
have had experience with people who are in managerial positions, even in 
high-managerial positions and aren’t capable of doing it, ehm and I see that 
maybe with coaching, counselling, personal development, call it whatever you 
like, they’d improve, but I can’t see people improve
T36: But you really don’t believe that they do, if they don’t have it
P36: Exactly, I think people are bom managers
T37: So in a sense if you are a bom manager and you are occupying a role within a
kind of organisation then what would the relevance of these interventions be 
as to your personal development?
P37: They will probably help me, I don’t believe they are useless, I think they
would help you perform better they would make you realise certain issues you 
might have ehm disregarded, come to terms with certain issues you have never 
thought about, but no on the whole I believe they could help you become a 
better person and a better manager but I don’t believe that if it’s not in you 
then they can make you a manager
T38: Exactly, apart from in a way, you not seemingly seeking such interventions
because you did not experience a major problem which did not interfere so 
much in your work, ehm how would you then eh see the relevance or how 
would you evaluate the impact they could have on you becoming a better 
person?
P38: In what sense?
T39: In a sense that you said that you know you really need to feel that something is
bothering you to use such interventions, that aside let’s assume ehm you still 
seem to have something in you stopping you from experiencing these options?
P39: probably the fact that I have never had the opportunity, if for example
somebody would be running a project and ask me whether I would like to 
participate in this project, I would not be resistant, I would be willing and I 
would participate fully, but without a stimulus I do not think I could ever do it
T40: Would you see then, the fact that your belief is that if you are a bom manager,
then these interventions can help you, as a stimulus?
P40: No, not really
T41 : A stimulus needs to be something that bothers you
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P41: Yes, exactly, I don’t imagine any time in my life doing something of the sort
unless a stimulus comes about
T41 : Also to be fair, because leaving it at that ehm seems to exclude that you attend
to your personal development. What you said earlier seems to point to a 
different direction that you focus on everyday working life as a source of 
personal development
P41 : Yes, yes experience is definitely you know, will help you cope with things
better, I am sure that in ten years time I’ll be able to manage my life and my 
job better than I do it today because obviously I would have certain experience 
that I don’t have now
T42: What I find interesting in your view is that you believe that this happens
automatically, this happens to you without you making an effort
P42: Yes I believe so
T43 : So if I had to ask you, are you able to break down a process that you go
through to make?
P43: A thinking process for example ..
T44: Or an action process ehm to make something that happened at work
meaningful to you in terms of your personal development
P44; No, no (emphatically) I don’t think (almost laughing), you can really pinpoint
what in the past ten years have made you the person you are today
T45: You cannot do that
P45 : No I think it’s just an ongoing process
T46: So in a way if you listen to someone say that one is able to do that, would you
not believe them?
P46: No, no I would believe them but I would not see it relevant to myself
T47: That’s interesting, in a way ehm things happen to you and they develop you
just like that
P47: Eh (smiling) you are putting it in a very simple way, let’s take an example
with education, I am not, if you’re a doctor your education is essential for you 
to become a doctor so if you never studied about colds you can’t prescribe 
medicine to cure that cold so your education has a direct impact on the job 
you’re doing whereas in my case I can’t really pinpoint particular stages in my 
education which are really impacting my job today. Ok if I’m reading a 
balance sheet my knowledge of accounts is helping me read that balance sheet 
and make me understand, but when it comes to management I can’t say ah yes 
eh you know we studied this in that particular module at university, I think I
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use my education without actually being aware of me using my education so I 
think it’s a bit the same
T48: So it seems to me that you’re making a distinction between this soft skills and
the hard skills side of things?
P48: And I think management is mainly about soft skills
T49; And with that token you either have them or you don’t
P49: Yes, (reluctantly) however, what I have today, ok the main training has to be
in you but you do become a better person, a better manager as you go along
T50: How have you become a better manager over the years?
P50: Experience I think every stage
T51 : That is a kind of vague term
P51 : Yes, yes it is a vague term, becoming a manager is a rather vague there are
excellent managers who have attended primary education only, you know, 
they are capable of doing it
T52: So if you had to in a way
P52: I don’t think you can study your soft-skills
T53 : Is that another way of saying you find it very difficult to give portrayal of
yourself or of how you’ve changed over the years with respects to your soft- 
skills or management skills?
P53: No I can see a change in my soft skills but experience,.
T54: Which was?
P54: has brought about that change, for example in the beginning I was a bit of an
idealist, I don’t like the way for example this thing is done and I want to 
change it at all cost, today I realise that I can’t have an impact on everything 
and certain things are like that and although I can do my best to change them, 
my best might not be enough or might not be the best way and you, you know, 
you tend to, I for myself have learnt to give up sometimes and not keep 
pushing and fighting
T55: And how did that take place?
P55: Experience on day one you fight 100%, on day 2 you see that with 95% you’re
not getting there, so you say ok but at least I achieve these changes you know 
you leam how to
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T56: On one hand you seem to be answering my question the word ‘experience’ yet
on the other you seem to be pointing in the direction of a process happening, 
which is of something happening to you and you creating a distance and think 
about it. Am I right in saying that that happens to you or that that happened to
you?
P56: Yes, yes, I think you’d be a fool if you waste experience and experience
doesn’t just happen, experience you do a thing, you think about it you see 
where you could have done better, you see where you could have, where you 
did really well and you say next time I’ll do this again but maybe I’ll change 
my attitude or I’ll change my approach or I’ll change my..
T57: Ok so you do use experience and
P57: There is a process, yes, yes
T58: And it is action based and based on something that you do on
P58: I think if today I had to experience exactly the same experience I had last year,
throughout this year I would have thought about what happened and said if it 
happened I’ll do exactly the same or I’ll do this different or I’ll do that 
different
T59: In, in you are talking about how you have changed, how have you changed as
a person and as a manager over the years?
P59: (4 Sec silence) probably I think the two main issues are I have become a better
listener whereas in the beginning of my working life I was more of a talker I 
think that is the main change and today I stop listen think and then intervene 
when I think that it’s the right time and it’s the right moment whereas before I 
was the type of person who come out with a lot of flair, and sometimes you 
tend to loose a bit your track, and secondly I think I have learnt to trust people 
more. Whereas before I used to get frustrated and do things myself ehm today 
maybe because I have the right people around me because they are people I 
have chosen and were not imposed on me, ehm I have learnt to delegate more 
and to accept that people, you might delegate and then they do a mistake and 
that’s ok
T60: Both changes that you mentioned are in a way quite ehm, some people would
say quite difficult to achieve and with respect to the first one perhaps it is very 
difficult to acquire. And I am wondering how it was for you to make that 
change?
P60: Yes, I think experience (smiling) again I realise my approach wasn’t leading
to results
T61: You just changed it like....
P61 : No (with emphasis) I realise that it wasn’t the best approach and in my
situation in my job environment, a different approach will lead to better results
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T62: Did you talk to someone to show you a different approach?
P62: No, no I don’t think so
T63 : So wherefrom did you get the idea that you needed to listen more?
P63: You know, you think something happens and you act in one way and you
don’t achieve the results and obviously you’ll think and say what should I 
have done to achieve a better result and the next time you try that second 
option and the result comes
T64: So with regards to what some people do when faced with such an instance,
ehm some managers will read an advert about a training course happening 
here or there by a respectable organisation and they will go, apply, pay and 
move on. What would you say about people who?
P64: I do attend training courses and I also furthered my education but No I don’t
look for a time management type of course or personal management type of 
course, I look more of a skills based course
T65 : That’s interesting because...
P65: I don’t like very vague courses
T66: and time management will be vague for you
P66: Yes, definitely
T67: So you would look for?
P67: (Silence -  difficulty to answer)
T68: For example, what have you looked for in the past two years?
P68: Yes, I read for a Masters degree in a subject that I was interested in where I’m
getting to know facts not I’m getting to know skills
T69: So it was information based, you learnt more
P69: Yes, yes
T70: And yet you said that you look for something that is skills based
P70: Ok, yes but skills in the sense of knowledge I used the wrong word
T71 : Ok, whereas then in that respect what would your views be about people who
just go to these courses and perhaps approaching someone and ask them to 
become their coach or mentor?
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P71 : Good luck to them I don’t think I would do it. I don’t say it’s a bad thing to do
or it’s a wrong thing to do
T72: But you wouldn’t do it
P72: No, I wouldn’t do it myself
T73: because?
P73: Because I don’t believe in that approach I believe in a more experiential
approach
T74: Ok, so in a way part of you wouldn’t even fathom what people would say like
psychological counselling and coaching is an experiential way of developing 
oneself
P74: Yes, but I would I would speak about on the job experience you know real
instances
T75: That’s where the riches are for you
P75: Yes, yes however I again go back to the fact that if at some stage in my life I
will encounter a problem which I can’t solve alone then my opinion might 
change
T76: That, that is
P76: Until now my experience has always been on things, which I am capable of
coping with myself
T77: Am I right in saying that till now you have had opportunities to be self-reliant,
so to speak and that
P77: It has been sufficient
T78: And that diminished the need for you to look elsewhere
P78: Exactly
T79: Ehm ok, so in a way in the future something needs to happen to challenge you
considerably
P79: Yes, yes in order to change my approach
T80: So obviously on that, extending that argument you would have a particular
view of people who would look to these courses when they are faced with 
problems?
152
P80: No I repeat I wouldn’t say that they are fools or that they are doing the wrong
thing or that I would say it’s not the approach for me but if it works for them 
good luck to them
T81 : But you do doubt whether it works for them?
P81 : Obviously, if I was sure that it works for them then I would try it for myself
T82: So again then another reason besides choosing to be and having to be self-
reliant, another reason, if I am understanding you correctly, is that you are not 
even convinced that these work
P82: No, no I can’t say I am convinced because I am the type of person that would
get convinced that something works when I have experienced it myself and it 
worked for me. So no I can’t be convinced that it works.
T83 : Have you ever had a relative, a colleague at work, a friend who has
experienced one of these interventions?
P83: Job-related interventions?
T84: Like for example coaching
P84: No formal coaching, I don’t think I know anybody who has looked for a coach
T85: So what would your view be as to ehm, which options they choose to access
with regards to their personal development?
P85: (Looks as though he did not understand my question)
T86: What do these people do to develop themselves as managers?
P86: I don’t know, I tend to concentrate on myself
T87: You don’t know whether they have the same view that you have?
P87: No I hope that they don’t have the same view I have, because one life would
be boring and two there will be no jobs for people who do coaching
T88: I, I before obviously concluding the interview. I’m thinking on the lines of
companies today, even abroad and in Malta as well, are spending quite 
considerable sums of money on developing their staff. So if you had to own 
and manage your own company, what would say to your employees’ asking 
how can we develop ourselves? What are you going to offer to us to develop 
personally?
P88: Number one I would see what these people have in mind and ask for their
suggestions and number two I know that my opinion is not might not be you 
know, might be a biased opinion by something or another. Ehm so if I see that
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people around me are in search for these things I might not do them myself, 
but r d  satisfy other people’s needs
T89: So you would be open
P89: Yes, yes definitely
T90: Ehm, ehm (thinking) in a way you are waiting their relevance by experiencing
them yourself
P90: Yes I would say so, I will say so and in fact I told you in stage one that
although I haven’t done it, I don’s exclude it doing it in the future. Maybe at 
some point something will happen that will lead me or to trying it out
T91 : Ok, I think from my part ehm that’s considerable information I was looking
after and this is the time you may perhaps ask questions, or clarify points you 
made earlier, you know or add something or modify something you said 
throughout the interview
P91 : I would imagine the only thing I can think of at this stage is the clarification
on my view regarding the issue we are speaking about. By no way do I want to 
sound like a person who is against it. I still have my doubts because I have not 
yet experienced it but I don’t want to give the impression that I am not in, I 
don’t see the relevance of something like this. At this stage I don’t see the 
relevance for me, personally
T92: First of all thanks for saying that, I got a slightly different impression in the
sense that I understood that you do value it you do have a room for it, it’s just 
a different root, but on the other hand you are open to the other roots that other 
managers use. It’s just you did not yet experience them.
P92: Exactly
T93: Ok thank you.
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Investigating the association between employees’ perceptions of managers’ 
flexibility and various leadership characteristics.
Abstract
The association between employees’ ratings of managers’ flexibility and employees’ 
job satisfaction and relationship with the manager were investigated with 101 
informants and 36 managers working in a UK financial institution. Questionnaires 
measuring managerial flexibility, leadership styles, and other managerial abilities, as 
well as job satisfaction and leader-employee relationship, were employed in this 
research. Results show that the employees’ ratings of managers’ flexibility were 
positively associated with job satisfaction and leader-employee relationship. The 
democratic, coaching and authoritative leadership styles correlated positively and 
significantly with the criterion variables. Flexibility was found to be the biggest 
predictor of variance in both job satisfaction and leader-informant relationship from 
among the other predictor variables.
Keywords: Flexibility, leadership, leader-employee relationship.
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Introduction
The concept of flexibility is very common in today’s organisational world and is seen 
as a required organisational response to global competition that is highly characterised 
by change (Peiro, Garcia-Montalvo, & Gracia, 2002). On a micro-level, many 
personality theorists consider flexibility as an attribute of a healthy personality, which 
enables individuals to meet specific constraints in different situations. However, 
research on flexibility as a separate meta-ability and its potential association with 
managerial skills and leadership characteristics has not yet been fully exploited. The 
popularity of the concept of emotional intelligence seemed to have overshadowed the 
importance of research into other specific abilities and dimensions of managerial 
performance like flexibility. In this context, the following presents a discussion about 
the theoretical context within which the concept of flexibility is considered to be an 
appropriate and useful research enterprise.
Managerial abilities
In management literature, it is very common to find a strong focus on the technical 
and intellectual abilities that managers require. The assumption here is that in order 
for managers to succeed, they only need to possess high IQ, strong analytic skills and 
technical proficiency. Other aspects of managers’ intelligence like the ability to 
understand people and oneself, and be empathie (Gardner, 1993) seem to have been 
ignored. Wong and Law (2002) find this limitation unsurprising when considering 
how organisational literature has been dominated by cognitive or analytic orientations. 
This limitation seems to also rest on a narrow, albeit traditional conception of 
intelligence, which is based on analytic proficiency or IQ. The underlying assumption 
is that analytically strong managers are seen as competent and those who are not as 
analytic are considered incompetent. In this context, the discussion and research about 
managers’ analytic and emotional abilities and their association with managerial 
performance is clearly justified.
Harvey and Butcher (1997) argue that management development is not only 
concerned with knowledge and technical skills but also with increasing self-awareness 
and self-confidence. Gosling and Mintzberg (2003) developed five managerial 
mindsets that, in their opinion, managers need to be able to respond to the 
increasingly complex world of management. The reflective and collaborative mind­
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sets stress the importance of managers’ self-awareness and understanding, and the 
ability to work with others. In turn, these reflect the use of abilities like introspection, 
listening, sensitivity, thinking, feeling, empathy and relationship building, among 
others. Researchers who studied the relationship between IQ and success posited that 
IQ is only part of the picture of what makes managers effective (Goleman, 1998; 
Hogan, Hogan & Roberts, 1996; McClelland, 1973). In addition to IQ or analytical 
intelligence being linked to job performance, there is evidence linking other forms of 
intelligence like inter- and intra-personal intelligence (Gardner, 1983). This dimension 
of management development, better referred to as personal development, reflects the 
ability to understand self and others, and to build effective relationships with people. 
In a qualitative study with ten Maltese managers, from chief executive officers grade 
to middle managerial level, Calleja (2004) found that personal development is 
considered as highly important by managers. Self-control, emotional awareness, 
empathy, trustworthiness and optimism, together with other intra-personal qualities 
like creativity and flexibility (Goleman, 2000) are also considered to facilitate 
competence in managers (Neck & Manz, 1996). Therefore, the concept of multiple 
forms of intelligence supports the claim that IQ is unlikely to be the sole contributor 
to managers’ performance. In this sense, it is justified to consider other aspects of 
managerial performance like relationship management, empathy and self-awareness 
as equally important to managerial performance. This imbalance was influenced by a 
traditional view of the manager as the ‘boss’ and as highly oriented toward tasks and 
results (Lee, 1999), when in fact workers’ overall performance comprises both task 
performance, and other, more indirect contributors (Rotundo & Sackett, 2002; Van 
Scotter & Motowidlo, 1994).
The concept of emotional intelligence (El)
The concept of emotional intelligence gained increasing attention and popularity in 
recent years (Pellitteri, 2002; Tobias & Friedlander, 1999). Such popularity could 
mistakenly imply that only one conceptualisation of emotional intelligence exists. In 
reality, there are at least two distinctive conceptualisations developed by Mayer and 
Salovey (1997) and Goleman (1999). Research and theory on emotional intelligence 
potentially attempted to address the strong emphasis on managers’ analytic skills and 
abilities found in management literature. Emotional intelligence, as hypothesized by 
Mayer and Salovey’s (1995) conceptual model, consists of the perception of
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emotions, the regulation of affect and understanding and use of emotional knowledge. 
It is defined as “the ability to monitor one’s own and others’ feelings and emotions, to 
discriminate among them and to use this information to guide one’s thinking and 
actions” (Salovey & Mayer, 1990, p. 189). The revised model by Mayer and Salovey
(1997) divides emotional knowledge into two components, understanding emotions 
and emotional facilitation of thinking. The latter refers to the capacity to generate, feel 
and use emotion in order to focus attention, reason and communication (Lopes, Côté, 
& Salovey, 2004).
The two components of El classified by Mayer and Salovey (1997) seem to overlap 
with the concept of psychological mindedness, which is defined as “a willingness to 
try to understand self and others, a belief in the benefits of discussing one’s problems, 
openness to new ideas and access to one’s feelings” (Conte, Ratto & Karuso, 1996). 
An underlying component of psychological mindedness is a degree of mental and 
emotional flexibility that facilitates emotional understanding and processing across a 
multitude of different situations. This is one personal characteristic that counselling 
psychologists strive to help individuals to develop. This aim is based on the premise 
that a degree of psychological mindedness contributes positively to the individual’s 
psychosocial well being. In this sense, managers can also develop their psychological 
mindedness through developing the abilities highlighted in the model of emotional 
intelligence by Mayer & Salovey (1997). The assumption here is that by helping 
managers to develop on their emotional abilities, they are likely to become better 
individuals and hence more competent managers. In turn, they could have a more 
positive impact on their performance and their relationships with employees. Goleman 
(2000) suggested that leaders’ performance is also improved when they exhibit high 
levels of various El capabilities such as self-awareness, self management, social 
awareness and relationship management. These intra- and inter-personal skills are 
considered to have a beneficial effect on the development of relationships with people 
(Seibert, Kraimer, & Liden, 2001). Relationship management entails inspirational 
leadership, influencing, developing others, acting as a change catalyst, conflict 
management, and teamwork and collaboration.
Despite these developed conceptions of emotional intelligence and their popularity, 
solid empirical findings about their contribution to leadership are just being revealed.
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Davies et al. (1998) performed extensive analysis on several measures of El and 
concluded that it was a very questionable construct. Nevertheless, Mayer and Caruso 
et al. (2002) consider El, together with other managerial strengths and weaknesses as 
an important component of a manager. On another level, Davis and Stankov (1998) 
concluded from their three studies that “little remains of emotional intelligence that is 
psychometrically sound” (p. 1013). This conclusion seems to indicate a limitation 
and/or an inadequacy of the psychometric instruments used to measure the concept of 
emotional intelligence. It could also be reflecting how multi-faceted and difficult to 
measure the concept of emotional intelligence is. As a result, the research on 
emotional intelligence could be considered as still lacking wide academic credibility, 
refinement and robustness. Theoretically, the concept of emotional intelligence could 
be best considered as a concept encompassing a wide repertoire of intra- and inter­
personal skills. Chemiss (2000) contends that it is helpfiil to remember that emotional 
intelligence comprises a large set of abilities and therefore another way to measure El 
is through research on specific abilities.
Flexibility
The social-cognitive theory posits that as cognitive beings, individuals are able to 
discriminate characteristics fi"om different situations and flexibly adjust their 
behaviour accordingly (Cantor & Kihlstrom, 1987). This theory portrays the 
individual as an active participant within the external reality, as opposed to the 
behaviourists who view the individual as a passive recipient of external stimuli. In this 
sense, flexibility is considered central to the individual’s dealings with external reality 
and regarded as an essential component of human personality. A number of theories 
of self-regulation suggest that managers who readily adapt to diverse organisational 
requirements and contexts can maximise their effectiveness (Atwater & Yammarino, 
1997; Carver, Scheier & Weintraub, 1989; Wood & Bandura, 1989). In their research 
on how managers develop, McCauley et al. (1989) identified acting with flexibility as 
one of the main developmental constructs. The combined evidence suggests that 
managers who can adapt their behaviour to conform to the expectations and 
preferences of others, can also respond to the complexity and dynamic pace of 
contemporary organisations (Sosik, Potosky & Jung, 2002). The importance of 
flexibility in managers is emphasized in the socio-analytic view of the personality 
(Hogan & Shelton, 1998). According to this view the manager’s behaviour is driven
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by two primary motives, namely to ‘get along’, meaning feeling liked and to ‘get 
ahead’, which relates to gaining power and control of resources. Hogan and Shelton
(1998) contend that although managers need both, some are driven by one or the 
other. The managers’ requirement to get along and/or get ahead introduces flexibility 
as an influential factor in managerial performance.
Lazarus and Folkman (1984) identified two processes of flexibility namely, cognitive 
appraisal and coping, which indicate two facets of flexibility, the cognitive and 
behavioural. Cognitive flexibility permits people to overcome rigidity by considering 
various perspectives, find multiple connections between issues and interpret situations 
and events in different ways. Behavioural flexibility, on the other hand, is defined as 
the ability to adjust one’s behaviour to interpersonal demands of a wide range of 
situations (Barrow, 1976). It is highly plausible to suggest that these two facets of 
flexibility are interrelated, in that cognitive flexibility allows one to perceive and 
understand situations as unique, in view of choosing how best to act after considering 
a number of alternatives. In practice however, the manifestation of flexibility is not so 
straightforward and would seem to depend on two main assumptions that; 1) in order 
for someone to be flexible then s/he must possess a wide repertoire of behaviours or 
strategies and; 2) the individual adjusts these behaviours according to different 
situations and respective demands. The practical implications of these assumptions 
suggest that the flexible manager will choose what approach to use according to 
situational needs. As such, the manager will also be able to use alternative 
approaches, if  the initial chosen one is deemed unproductive in relation to the desired 
outcomes.
The use of alternative approaches underlines the concept of behavioural complexity, 
which in turn reflects the need for managers to be able to handle and manage paradox 
by performing conflicting roles (Denison et al. 1995; Hart & Quinn, 1993; Hooijberg, 
1996). Managers who are able to perform a wide variety of skills that underlie a 
repertoire of managerial roles are considered as cognitively complex (Hooijberg,
1996; Mintzberg, 1975; Quinn, 1988). Hooijberg and Quinn (1992) defined 
behavioural complexity as“ the ability to act out a cognitively complex strategy by 
playing multiple, even competing roles, in a highly integrated and complementary 
way” (p. 164). Cognitive complexity is therefore seen as a prerequisite for behavioural
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complexity. In this sense, flexibility can be considered as the ability which enables 
managers to manage such inner and outer complexities. The focus on cognitive 
flexibility is also a central tenet of many psychotherapeutic approaches. Cognitive 
behavioural theory focuses on the ability of thought and cognition to direct, manage 
and change behaviour and attempts to help clients improve this ability. Its emphasis 
on achieving fluidity and realism in thinking and perception is thought to facilitate the 
individual’s emotional experience and behavioural competence.
Flexibility and leadership styles
In his studies with chief executive officers, Mintzberg (1973, 1975) uncovered the 
paradoxical nature and the conflicting demands these managers experienced in their 
jobs and identified ten roles of executive leadership. They had to be people oriented as 
well as task oriented, be flexible and exercise control at the same time. Bass (1998) 
argues that effective leaders seem to do more of everything and draw from an 
extensive pool of behaviour. Goleman (2000) also argues that leaders with the best 
results do not use only one leadership style, but are flexible and use different styles in 
different situations. The six leadership styles identified by Goleman (1999) are; 1) 
coercive, demanding immediate compliance; 2) authoritative, mobilizing people 
towards a vision; 3) affiliative, valuing people and their emotions more than tasks and 
goals; 4) democratic, building consensus through participation (promotes flexibility 
and responsibility); 5) pacesetting, expecting excellence and self-direction, and; 6) 
coaching, aiming at developing leaders for the fiiture. Goleman (2000) suggests that 
of all these styles the coercive style is the least effective while the authoritative is the 
most effective, while the pacesetting style is the least used. This model also proposes 
that leaders who mastered four or more styles, especially the authoritative, 
democratic, affiliative, and coaching styles, have the very best climate and business 
performance (Turner, 2004).
The most effective leaders are flexible and switch their use of leadership styles as 
needed. Flexible leadership is also seen as requiring skills in diagnosing situations and 
their needs, evaluating the challenges, balancing competing demands, and integrating 
diverse leadership activities and programs in a way that is relevant to meet the 
challenges (Kathuria & Partovi, 1999). The manager’s ability to choose strategies 
according to the situation is also central to the situational model of leadership devised
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by Vroom and Jago (1995). According to this model, the variability in situations is a 
key to the performance of the manager.
In this regard, flexibility is seen as an adaptive personality quality enabling managers 
to meet the various requirements of different situations (Cheng, 2001). On the other 
hand, less effective managers “may behave according to a more traditional definition 
of managerial leadership by placing a greater emphasis on control, stability and 
productivity than do their more effective counterparts” (Denison et al. 1995, p. 535). 
The concept of flexibility is considered as an ability which facilitates the manager’s 
employment of various analytical and inter- and intra-personal abilities. However 
sound this proposition is, it remains in need of substantial and extensive research, 
which is still in its infancy. Therefore, this research study is aimed at exploring the 
association between managerial flexibility and a number of managerial performance 
indicators. This study could therefore help to shed more light on the concept of 
managerial flexibility and its links with other managerial abilities.
Research aims and hypotheses
This research is aimed at investigating the relationship between flexibility in 
managers and leader-employee relationship and job satisfaction as outcome variables. 
An exploratory analysis of associations between the outconie variables and different 
leadership, decision making and conflict management styles, and empathy and active 
listening skills, was also conducted. The research hypotheses are; 1) that managers’ 
flexibility will be positively associated with job satisfaction and leader-employee 
relationship; 2) leadership abilities, decision making styles and conflict management 
styles will be related to job satisfaction and leader-employee relationship, and; 3) a 
positive and significant association will be found between the informants’ (non- 
managerial employees) and the managers’ ratings on flexibility, leadership, conflict 
management and decision making styles.
Method
Participants
The total sample included 505 employees working in a leading UK financial 
institution. This sample consisted of 380 informants with no managerial 
responsibilities, who occupied the role of customer service officers within the
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organisation, and 125 managers responsible for managing branches. A total of 143 
questionnaires were returned (33% response rate). 137 were valid and 6 were invalid 
and therefore not utilised. Out of the 137 valid questionnaires, 101 were returned by 
informants and 36 by managers. In the informants’ sample, 77 were females and 24 
males. Managers’ age ranged from 23 to 54 {M = 39.5, SD = 7.25), with 22 being 
male and 14 female. The majority of managers (15.8%) had ‘O’ level standard of 
education, followed by 14.9%, who obtained ‘A’ level standard, with 3% and 2% 
reported having a degree and diploma respectively. Managers who reported having a 
diploma level of education reported having the highest mean of years in work 
experience within the organisation. The average tenure of managers in the company 
was 17 years {SD = 8.87). Demographic information on informants was difficult to 
obtain from the central human resources office or branch. I was also advised not to 
seek demographic information form informants as this could trigger a feeling of 
unease among the informants, which in turn could jeopardise the response rate.
Procedure
Following discussions with the human resources director of the organisation, it was 
agreed that the research project will be restricted to only one UK region where the 
organisation has branches. This included a total of 100 branches fi’om which the 
sample of this study was chosen. Very small branches which consisted of a manager 
and three or four employees, were excluded to avoid the situation where managers 
would know who is rating them. This was considered a strategy to maximise the 
protection of the participants’ confidentiality. Branches had a maximum of two 
managers and both managers from these branches were included in the study. Some 
large branches had more than two managers and considerable number of employees. 
In these cases, a random sampling method was used to choose only two managers.
Informants were sent a battery of questionnaires, a consent form and a cover letter 
(See Appendix 1) explaining the scope of the study and indicating the manager that 
they were asked to rate through the questionnaires provided. Managers were also sent 
a battery of questionnaires, a consent form and a cover letter (See Appendix 2), 
explaining the nature of the study and particularly highlighting the use and benefits of 
the research. Managers were also given the opportunity to choose whether they want 
to receive feedback about how they were rated or not. We assured all participants that
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all their responses were confidential and that no one in their company will have access 
to individualized data. Participants were also provided with a self-addressed envelope 
addressed to the research supervisor at a University of Surrey address.
Measures
Demographics
Only managers indicated their age, gender (0 = male, 1 = female), and education (1 = 
ordinary level, 2 = advanced level, 3 = diploma, 4 = graduate, 5 = post-graduate). 
Managers were also asked to provide information on their position in the organisation, 
number of years working in the organisation, overall number of years working in a 
managerial role, and the number of promotions achieved in their tenure in the 
company so far (See Appendix 7). The demographic information gained on 
informants was gender (0 = male, 1 = female), job status (0 = part-time, 1 = full-time) 
and job grade (5 = grade 5 ,6  = grade 6, 7 = grade 7, 8 = grade 8). Grade 8 is the 
lowest rank of the customer service officer position and generally the point of entry to 
the organisation for non-managerial roles. In grades 7 and 6, employees remain in 
their role of customer service officer but are given performance related salary 
increments. Grade 5 customer service officers have responsibilities to assist the team 
leader and the manager in managing the team of customer service officers.
The following is a list of the questionnaires that were administered to managers and 
employees. Some of these questionnaires, like the leadership styles, conflict 
management styles and decision making styles are single-item scales. The decision to 
use single-item scales was based on the respondents’ time constraints, a factor which 
needed to be borne out from the start of the research study. In doing so, the total 
number of questions that participants needed to answer were lessened, which in turn 
reduced the time they had to spend completing the questionnaires. Another reason for 
using single-item scales was to obtain aggregate indicators of managers’ flexibility. In 
this context, the potential constraints due to using single-item scales were attenuated 
by aggregating ratings across multiple informants.
Job satisfaction: This is measured by an eight-item questionnaire developed by 
Brayfield and Rothe (1951) (See Appendix 5). This questionnaire was only
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administered to informants and was aimed at obtaining an indicator of employees’ 
level of job satisfaction.
Leader-member exchange (LMX-7): The leader-member exchange or the leader- 
employee/ informant, as it is also referred to in the study, is a 7-item questionnaire 
developed by Scandura and Graen (1995). This was administered to informants only 
(See Appendix 5). The questionnaire was found to have a strong reliability (a = .86). 
A sample item is ‘How well does your manager understand your job problems and 
needs?” and the range of scores is from (1) rarely to (5) very often.
Flexibility: An 11-item questionnaire was designed to measure flexibility of 
managers. This questionnaire was administered to employees (See Appendix 5) in 
order to rate their manager. A slightly amended version of the same questionnaire was 
also administered to managers in order to rate themselves on flexibility (See 
Appendix 6). The range of scores for this scale was ftrom (1) stronglv disagree to (7) 
stronglv agree. Responses were aimed at getting a rating of how flexible informants 
experience their managers to be when managing them. Likewise, managers were 
asked to rate how flexible they think they are in managing others. A sample item from 
this scale is, “My Manager adjusts his/her style according to the needs of the 
situation”, and “My Manager is flexible in how s/he manages me”. The scale was 
proven to have a high internal consistency (a=.95). This scale was administered to 
both informants and managers.
Leadership styles: Single item scales to assess flexibility in using six different 
leadership styles were used (See Appendix 5). The six styles, which are based on 
Goleman’s (2000) leadership styles are, the democratic, affiliative, coaching, pace 
setting, authoritative and coercive styles. This questionnaire was given to both 
managers (See Appendix 6) and informants inviting them to rate ‘how often do you 
experience your manager using the following leadership styles with you?’ over the 
last 12 months. The manager’s version had the same content but slightly different 
wording. The range of the scores on each item was from ‘almost never’ (1) to almost 
always (7). The scale was found to have a cronbach alpha of .86.
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Decision making styles: This short questionnaire consisted of five single item scales 
(See Appendix 5), derived from Vroom’s and Jago’s (1995) leadership model. This 
model identifies five decision making styles along a continuum ranging from 
autocratic to consultative to group-based. This model defines leadership through the 
style of decision making used by managers. By asking a series of questions about the 
nature of the problem, decision, and consequences, the leader can decide just how 
much involvement others should have in the decision. This questionnaire was used to 
compute an indicator of flexibility in the use of leadership styles in order to examine 
how often these styles are used. Informants were asked to rate ‘how often did you 
experience your manager using the following decision making style with you?’ in the 
last 12 months. Again the range of scores available for informants was from ‘almost 
never’ (1) to almost always (7). The scale has an alpha reliability of .79, and was 
administered to both informants and managers (See Appendix 6).
Conflict management styles: These seven single item scales (See Appendix 5) were 
included in questionnaire two, which was administered to managers (See Appendix 6) 
and informants. This questionnaire had a range of scores from ‘never’ (1) to 
‘extremely often’ (7). These items represent four conflict management styles, the 
integrative, distributive, compromise and avoidance styles, which were represented by 
items 1 to 7 on questionnaire 2. The aim of the questionnaire was to establish an 
indicator of flexibility in the use of the conflict management styles. The questionnaire 
was found to have a low cronbach alpha of .21.
Empathy: This questionnaire, which was based on Goleman’s (2000) model of 
emotional intelligence, contained 4 items tapping into the construct of empathy (See 
Appendix 5). An example of one item is “my manager spends time trying to 
understand how I feel about the issues at hand”, which is rated on a 7-point likert 
scale ranging from (1) ‘never’ to (7) ‘extremely often’. Both informants and managers 
(See Appendix 6) were given this questionnaire. The scale had a high reliability 
(a=.89).
Active listening: This is another short questionnaire with three items from numbers 8 
to 10, in questionnaire 6 (See Appendix 4). It aims at eliciting informants’ experience 
of being listened by their manager. The scores were measured on a 7-point likert scale
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ranging from (1) ‘never’ to (7) ‘extremely often’. Both informants and managers (See 
Appendix 5 & 6) were given this questionnaire, which had an alpha reliability of .57.
Results
Analytical strategy
Due to the low response rate, and particularly because out of the response rate, only 
one case of a manager being rated by all three informants and 11 cases of a manager 
being rated by two informants were received, it was decided that a correlation design 
was the best study design to be used. The predictor variables like flexibility, empathy, 
listening, decision making, conflict management and leadership styles, were tested for 
associations with the outcome variables namely, job satisfaction and leaders-members 
exchange or LMX. Multiple regression analysis was also performed to determine how 
much variance in the criterion variable can be accounted for by variance in the 
predictor variables. Intra-class reliability tests were performed to ensure that there was 
variance between scores of informants rating the same manager on LMX, flexibility 
and job satisfaction. An exploratory analysis of potential associations between 
particular leadership, decision making and conflict management styles was also 
conducted. Further, a regression analysis was also run, in order to determine the 
impact that managers who were rated as adopting two leadership styles, had on the 
outcome variables.
Factor analysis of flexibility scale
This questionnaire was developed during the design stage of this research study. As 
such, it had no prior trials and was therefore examined by using factor analysis. This 
method is particularly relevant to construct validity (Dancey & Reidy, 1999) and can 
be used with any set of data where the number of participants exceeds the number of 
variables (Rust & Golombok, 1989). The main aim of factor analysis is to ensure that 
the questionnaire items are measuring the construct that they were designed to 
measure. Factor analysis also provides a picture of how the items are interrelated with 
each other and identifies the number of factors that the items are loading into. Results 
from the factor analysis showed that item 1, (My Manager adopts the same methods to 
manage me), item 6 (My Manager does not rush into making decisions on how to 
manage situations and issues I present to him/her), and item 9 (My manager is not 
afraid to make tough), were correlating negatively with the other items. Upon
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examination of the items and their wording, these three items were dropped. The 
factor matrix shown in Table 1 below shows that the remaining items after performing 
factor analysis load on one factor, which accounts for 67% of the variance.
Inter-rater agreement
An intraclass correlation coefficient (two way mixed random model) was performed 
to check for the consistency of informants’ ratings on the target (manager) through the 
flexibility scale. Results showed an inter-rater correlation coefficient or ICC of .67, 
p< ,05 (McGraw & Wonf, 1996), in the cases where we had two different informants 
rating one manager (N=14). However, due to the low number of respondents (N=14) 
the value of ICC can only be taken as indicative. ICC values of .64,/?< .04 with the 
empathy scale and of .75,y?< .01 with the active listening scale were also found.
Table 1 -  Eigenvalues of items and total variance on flexibility scale
Component
Initial Eigenvalues Extraction Sums o f Squared Loadings
Total % of Variance Cumulative % Total % of Variance Cumulative %
1 7.372 67.017 67.017 7.372 67.017 67.017
2 .828 7.524 74.542
3 .594 5.401 79.943
4 .462 4.197 84.140
5 .435 3.957 88.097
6 .311 2.829 90.925
7 .259 2.352 93.278
8 .237 2.153 95.430
9 .206 1.873 97.303
10 .157 1.423 98.726
11 .140 1.274 100.000
Correlation analysis (within informants’ data)
Flexibility was found to be associated positively with leader-employee relationship 
(r=.8,/7=.01), and less strongly but still significantly and positively correlated with 
job satisfaction (r=.47,/?=.01) (See Table 2). The lower correlation between job 
satisfaction and flexibility may indicate that informants perceive or experience job 
satisfaction as influenced by other factors, rather than just managerial flexibility. 
However, results suggest that flexibility has a stronger impact on managers’ 
relationship with employees. Therefore, this result supports the first hypothesis of this 
study.
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Table 2 -  Correlation Matrix of Flexibility with criterion variables
Flexibility
Mean
Informant
LMX Mean 
Informant
Job Satisfaction 
Mean Informant
Flexibility Mean Informant Pearson Correlation I .832(**) .467(**)
Sig. (2-tailed) .000 .000
N 101 lOI 101
LMX Mean Informant Pearson Correlation .832(**) 1 .5 2 1 (" )
Sig. (2-tailed) .000 .000
N 101 101 101
Job Satisfaction Mean Pearson Correlation .467(**) .52I(**) 1
Informant Sig. (2-tailed) .000 .000
N
101 101 101
** Correlation is significant at the 0.01 level (2-tailed).
Table 2 indicates that each leadership style was positively related to flexibility, job 
satisfaction and relationship between informant and manager (LMX). Positive and 
significant correlations were also found between informants’ mean scores on predictor 
and criterion variables (See Appendix 8). However, a closer examination of the table 
in appendix 6 reveals that the democratic, coaching and affiliative styles, all aimed at 
building trust and good relationships with individuals (Coleman 2000), have the 
strongest correlations. Similar correlations were found between these styles and 
flexibility and job satisfaction (See Appendix 8). An interesting finding was that the 
authoritative leadership style was significantly and positively associated with both 
flexibility and relationship with manager (r=.46,/?=0.01 and r=0.51,^=0.01). The 
integrative and distributive decision making styles were positively associated with the 
outcome variables and flexibility (See Appendix 8). Again, a similar trend of 
correlation that was found between leadership styles, which are aimed at creating 
good relationships between managers and employees, and outcome variables, was 
also present between conflict management styles that involve people, and outcome 
variables. This trend seems to be reinforced by the finding of a negative correlation 
between the avoidance management style and outcome variables. Additionally, 
similar positive and significant correlations were found between decision-making 
styles that involve people and outcome variables.
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Correlation analysis (within managers’ data)
Results show that the mean scores on flexibility were positively and significantly 
associated with decision making styles (strong), conflict management styles 
(moderate), empathy, and active listening. Less strong correlations were found 
between managers’ own ratings of flexibility and leadership styles (See Appendix 9).
Multiple regression analysis 1: Predictors and job satisfaction 
Results show that the correlation between informants’ ratings on all the predictor 
variables (flexibility, leadership styles, conflict management styles, decision making 
styles, empathy and active listening), and the criterion variable of job satisfaction is 
0.49, i?^=.24, F(6,93) = 4.99,/7=.001. The flexibility variable, with a positive 
regression coefficient of 0.29, was found to have biggest contribution to the variance 
in the leader-members exchange variable or LMX (See Appendix 10). Therefore, 
when the mean score of flexibility increases, the mean score of LMX increases by 
0.24.
Multiple regression analysis 2 (Predictors and leaders-employee relationship)
The multiple regression analysis for the predictor variables and leader-employee 
relationship reports a value R^=O.S, F(6,93) = 64.04, p=.001, meaning that we can 
claim that, 80% of the variance in leader-employee relationship (LMX) can be 
accounted for by the predictor variables. Similar to the correlation between predictor 
variables and job satisfaction, flexibility (R= 0.41) was found to be the strongest 
predictor of variance (See Appendix 10) in leader-informant relationship (LMX), 
followed by empathy. In this sense, flexibility was found to explain 41% of the 
variance that predictor variables were found to account for in the variance of leader- 
employee relationship.
Independent sample Mests
The r-test result between the informants’ ratings of managers, who were rated high on 
either democratic or authoritative styles (given a value of 0), and high on both 
authoritative and democratic styles (values of 1), and the criterion variables, showed 
that managers who scored high on both leadership styles (value=l) were found to 
have greater mean scores on the flexibility scale, than managers who were only rated 
high on one leadership style (See Appendix 11). The p-value (0.196) was more than
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0.05, which shows that the variances were not significantly different, hence the use of 
the equal variance assumed part of the output. Managers who were rated high on both 
styles were also given higher ratings on flexibility (/(67) = 5.5, SD = 0.85, p<.05), 
than managers with one style it{61) = 4.8, SD = 1.08). The conclusion is that when 
managers were rated as both authoritative and democratic, they were also experienced 
as more flexible than when they were rated highly on either of the styles.
The same dynamic of results appeared in the independent t-test with LMX and job 
satisfaction (/(67) = 4.2, SD = 0.69) (See Appendix 11). Informants who rated 
managers as both authoritative and democratic, also rated managers as having better 
relationships with informants and also rated their job satisfaction higher than when 
managers were rated as having one of the styles. With regards to conflict 
management, managers who were rated as high on the integrative and compromise 
styles also had higher means on flexibility, LMX and job satisfaction, than those who 
were rated high one only one style (/(59) = 4.2, SD = 0.61) (See Appendix 11). In this 
sense, managers rated as high on both styles of conflict management were also rated 
high on flexibility, leader-informant relationship and informants’ job satisfaction.
Association between informants’ and managers’ data 
A weak and non-significant negative association (r=-0.07, p  = .7) between 
informants’ ratings of managers’ flexibility and the managers’ self-ratings was found 
(See Table 3). The non-significant value ofp  potentially reflects the difference 
between the means of managers and informants.
Interestingly, weak and non-significant negative associations were also found between 
informants’ and managers’ mean scores on empathy and listening, with the managers’ 
mean scores on both variables being very small. This finding does not confirm the 
third hypothesis of this study and therefore the null hypothesis is accepted.
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Table 3 -  Correlation Matrix between informants’ and managers’ mean scores
Mean Active
Active Mean Mean Flexibility Empathy Listening
listening Empathy Flexibility Mean Mean Mean
Manager Manager Manager Informant Informant Informant
Mean Active 
listening Manager
Pearson Correlation
I .200 -.141 .127 .069 -.043
Sig. (2-tailed) .243 .412 .460 .694 .808
N 36 36 36 36 35 35
Mean Empathy 
Manager
Pearson Correlation
.200 1 -.221 .112 -.018 -.177
Sig. (2-tailed) .243 .196 .516 .919 .309
N 36 36 36 36 35 35
Mean Flexibility 
Manager
Pearson Correlation
-.141 -.221 1 -.067 .096 .132
Sig. (2-tailed) .412 .196 .698 .581 .450
N 36 36 36 36 35 35
Flexibility Mean 
Informant
Pearson Correlation
.127 .112 -.067 1 855(**) .809(**)
Sig. (2-tailed) .460 .516 .698 .000 .000
N 36 36 36 101 100 100
Empathy Mean 
Informant
Pearson Correlation
.069 -.018 .096 .855(**) 1 .801(**)
Sig. (2-tailed) .694 .919 .581 .000 .000
N 35 35 35 100 100 100
Active Listening 
Mean hiformant
Pearson Correlation
-.043 -.177 .132 .809(**) .801(**) 1
Sig. (2-tailed) .808 .309 .450 .000 .000
N 35 35 35 100 ' 100 100
** Correlation is significant at the 0,01 level (2-tailed).
Discussion
The significantly positive association between flexibility and the leader-informant 
relationships and job satisfaction suggests that informants experience a flexible 
manager as influencing the leader-employee relationship positively. The moderate 
correlation found between flexibility and job satisfaction indicates that informants 
perceive their manager’s flexibility as only one factor, among many others, which 
influence their job satisfaction. Flexibility was also found to be the strongest variable, 
compared to leadership styles, which could explain the greatest variance in both job 
satisfaction and manager-employee relationship. This result could be reflecting the 
broader nature of the flexibility scale in comparison with the Goleman (2000) 
leadership style questionnaire, which is a highly focused measure.
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Informants’ ratings of job satisfaction were also found to correlate significantly and 
positively with the democratic and coaching style of leadership. According to 
Goleman (2000) democratic leaders build consensus through participation and involve 
team players, aiming at building trust, respect and commitment among the team. 
Dearborn (2002) contends that the coaching style is used least often since managers 
do not have time to teach people and helping them grow. On the contrary, results also 
showed that the weakest correlation was between the coercive leadership style and job 
satisfaction. Goleman (2000) considers the impact of the coercive style to be serious, 
in that pride in others is undermined, together with the opportunity to motivate people. 
As a result of the strong top-down leadership, flexibility is greatly damaged. Hence, it 
is common and expected to find that when such style is used then flexibility will not 
be strong.
The association found between the democratic style and job satisfaction suggests 
informants’ preference for being involved and treated with respect. This reflects 
principles like positive regard and respect for the uniqueness of individuals, which are 
two of the main principles on which the practice of counselling psychology rests. 
Furthermore, informants’ preference for styles which highlight their involvement also 
underlines the importance of believing in people’s ability to contribute and develop. 
This is another principle that is part of the philosophy of counselling psychology. This 
finding, in addition to managers’ tendency to be too task oriented and disregard the 
interpersonal dimensions of their role, has an implication on the training and ongoing 
personal development of managers. These findings could be translated in the 
development of meaningfiil training interventions with the aim of developing 
managers’ democratic and coaching leadership styles. Skills like empathy, active 
listening and relationship building could be central to this process of translating these 
findings into meaningful managerial personal development interventions. Coaching is 
a particularly apt metaphor as it avoids the negative connotation that the manager 
seeking it is sick or abnormal (Page, 2003).
The positive association between the outcome variables (job satisfaction and LMX) 
with democratic, affiliative and coaching leadership styles, the integrative and 
compromise conflict management style, and the group and consultative decision
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making styles seems to again indicate a preference for informants to be involved by 
their manager. On the other hand, the positive correlation of the same outcome 
variables with the authoritative leadership style could present a theoretical 
contradiction. The t-test results answered this dilemma as it highlighted the higher 
influence that managers with both the authoritative and democratic styles were rated 
to have on the outcome variables. According to these results, managers who are 
experienced as strong on both styles, contribute far more to their rapport with 
informants and informants’ job satisfaction, than do managers who are essentially 
either strong on the democratic or authoritative style. But does this reflect a real 
contradiction in the implementation of these leadership styles? One interpretation 
could be that informants appreciate managers who on one hand, involve them and, on 
the other, are able to give them clear direction and be authoritative.
Further, it also indicates that informants do not seem to find it difficult to accept the 
authority of the manager. However, this finding suggests that informants prefer such 
authority to be underpinned by a culture of respect and involvement, which in turn 
positively influences informants’ relationship with managers and job satisfaction. This 
finding also introduces a different dimension to Turner’s (2004) claim that managers 
who apply four or more leadership styles, particularly the authoritative, democratic, 
affiliative, and coaching styles, have the very best climate and business performance. 
In this regard, this finding suggests that managers with strength in both the 
authoritative and democratic styles, rather than in all the four styles, may still produce 
the desired impact on the interpersonal aspect of managers’ performance. These two 
leadership styles also reflect an important balance that managers need to continually 
strike between positively influencing their relationships with employees and providing 
employees with direction, and goals, in view of achieving results. Beck (1976) argued 
that a successful outcome in therapy is facilitated by genuine warmth, acceptance, and 
accurate empathy. There is nothing to suggest that this same view is not applicable to 
managers’ interpersonal relationships with employees. The negative and significant 
association (r=-.28,/?=.01) found between job satisfaction and the avoidance conflict 
management style, which neither solves conflicts nor brings people together, 
reinforces the view that informants prefer flexible managers who involve them and 
give them direction.
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Empathy and relationship building with employees
Informants also reinforced theoretical predictions of positive association between 
empathy and outcome variables. The strongest correlation was between empathy and 
LMX, suggesting the importance that informants attach to feeling understood as a 
factor which influences their relationship with the manager. The positive correlation 
between the informants’ ratings of managers’ empathy and flexibility highlights the 
mental and emotional flexibility needed by managers in order to be empathie, 
facilitate people, and accommodate their diversity and uniqueness. This is strongly 
related to Jung’s (1954) view that psychotherapists need to discover a new therapy for 
each client every time. In this context, competent managers would be able to create 
different, yet equally successful relationships with employees, by taking into 
consideration the employee’s uniqueness. Rogers (1957) considered empathy as one 
of the necessary and sufficient conditions for a successful therapeutic relationship to 
develop. The strong focus on managers’ analytic abilities and ‘tough’ approach very 
often results in undermining the importance of relationship building for managers. 
Consequently, this important dimension of managerial competence is often at the 
mercy of different arbitrary factors. This potential lack of managerial training is 
reflected in how managers approach their relationships with employees and the 
resulting rigidity in adopting same methods and styles, irrespective to the 
individuality of employees.
The theoretical and experiential view of active listening as having a direct impact on 
the managers’ empathy was also confirmed in this study. This indicates that 
informants experience managers who actively listen as empathie and in turn flexible. 
Again, the role of empathy and active listening is very clear in the realm of 
counselling psychology and psychotherapy. Empathy and active listening should also 
hold a central place in managers’ training and performance.
Limitations
The design of the flexibility scale was aimed at eliciting informants’ experiences. But 
has this been achieved? It is highly likely that the questionnaire on flexibility tapped 
into the informants’ perceptions of managers’ flexibility, rather than the actual 
flexibility of managers. In this sense, the flexibility ratings that informants gave to the
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managers could well be representing a biased picture of managers’ flexibility. As a 
result, the findings could be representing a confounding picture of managers, which 
could be marked by perception rather than by solid knowledge or experience of the 
manager. In this process, informants may have been influenced by a desire to portray 
the manager in a very good light. The likelihood of this taking place is considered to 
be high when informants have limited information about their manager. The varying 
level of information that informants may have had could also explain some of the 
variance between the informant’s scores of managers’ flexibility and other managerial 
abilities that were rated. On the other hand, it is worth keeping in mind that in reality, 
perceptions are often formed as a result of experience. Hence, perceptions and 
experiences can be seen as interdependent and as such, with or without bias, results 
will tend to represent perceptions to different degrees.
In this context, since the flexibility scale was a new questionnaire, more extensive use 
of the scale is needed to further test its reliability and validity in different projects. A 
larger sample of informants and managers is also needed to test these results. Until 
then, the findings cannot be generalised without giving due attention to this limitation. 
The present study is limited by its sample size and its wide confidence intervals 
around the various correlations. The small sample size of managers presented a 
problem in meaningfully examining the relationships between informants’ and 
managers’ scores on various variables. Through the use of self-report measures, 
particularly with some of the predictor variables, the findings of this research may 
reflect perceived rather than real attributes or skills. Self-report measures are prone to 
self-deceptive enhancement and deliberate faking, and tend to correlate weakly with 
ability tests (Mabe & West, 1982; Paulhus, Lysy, & Yik, 1998). Employee ratings of 
managers also suffer from response tendencies, stereotypes, implicit theories and 
attributions (Gioia & Sims, 1995). The use of ability tests or a combination of ability 
tests and self-report questionnaires could help maximise the chance of acquiring data 
that reflect true abilities. This should also take clear steps to minimise scoring due to 
social desirability which may potentially be reflected in scores in this study. The lack 
of meaningful demographic details on informants prevented the study from obtaining 
a description of the informants’ sample. A group analysis method will be useful to 
gather data on managers through several employees that they manage with a moderate
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level of agreement (Kim & Yukl, 1995). The recommended minimum number of 
employees (raters) is three for every manager (Ash, 1994; Latham & Wexley, 1981).
Future directions
These research results highlight the importance of researching and exploring specific 
abilities, which are considered to form part of the wider concept of emotional 
intelligence. Flexibility as ability and its impact on managers’ relationships and 
performance clearly require further exploration. One interpretation of these results 
could be related to how we could perceive flexibility. Is flexibility a skill? Is it an 
attitude or behaviour? These and other questions are pertinent in the process of 
clarifying the role that flexibility plays in facilitating managerial performance. 
Flexibility could be considered as a meta-ability which supports managers in the 
process of implementing various leadership and strategic abilities. In this regard, an 
interesting debate is whether managers can be trained to acquire flexibility or assisted 
to become more flexible. Although it is premature to attempt to direct this debate, it is 
clearly useful to consider flexibility as an important element of managers’ personal 
development. In doing so, further research into the dimensions of managerial 
flexibility and its associations with managerial abilities and performance could be 
done. In practice, the promotion of flexibility as an important managerial performance 
indicator suggests an excellent opportunity to apply the principles of counselling 
psychology into the managerial world. Concepts from various counselling psychology 
theories like the psychoanalytic theory and the cognitive behavioural theory could be 
used to facilitate the exploration of managers’ flexibility.
By considering flexibility as a skill that managers can be trained in, the use of 
psychological interventions, like self-exploration, analysis of ego defences, 
challenging thoughts, and psychological mindedness, could be helpful. By adopting a 
more specific and micro-focus on skill development, management training can help 
managers improve their intrapersonal and interpersonal skills. Further, the fast-pace 
nature of management offers managers a golden opportunity to experience different 
challenges to their managerial abilities. By introducing the concept of managerial 
supervision, similar to clinical supervision, managers could learn a lot more from the 
challenges they experience in managing others. Although, managerial supervision 
would be different than clinical supervision in terms of contents, the scope will be
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very similar. Managers could be provided with a space within which they could 
examine how they are managing themselves and others, in view of their performance 
objectives. This method will then also support a process by which managers could 
explore alternatives that they could apply to seek better results. The application of 
coaching and mentoring strategies, with a focus on managerial flexibility, 
relationships and specific leadership abilities, is another domain which this research 
could influence.
Despite these limitations, the reported findings provide interesting and preliminary 
evidence that flexibility, measured as a separate ability, is positively associated with 
leader-employee relationship and job satisfaction. It also reveals how informants 
prefer their managers to adopt participative leadership, conflict management and 
decision making styles and yet provide clear direction. The results also indicate many 
opportunities for both theoretical and pragmatic hybridism between psychotherapeutic 
thinking and practice, and managerial performance.
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Appendix 1 
Use of self
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Use of Self
This research project can be best described as a substantial academic and personal 
challenge which at times mimicked a roller coaster ride. In this process, I read vast 
amount of literature and familiarised myself with the various possible research aims.
In this sense, it was not easy to choose a topic from the many possible alternatives. 
This choice needed to fulfil my strong interest in the subject area of personal 
development and within the time and resources that I had available. Although these 
questions would seem to be more pertinent to the beginning of this project, they 
nonetheless persisted for a considerable length of time.
This was due to how challenging I perceived the project to be. This project tried and 
tested my perseverance, resilience and resolve. Together with the many other facets of 
my training that I needed to manage, this research seemed to have achieved a life of 
its own in my daily thinking. The process of planning, researching and reading that I 
undertook, together with regular discussions with my supervisor were highly 
important and helpful. The most frustrating aspect of this process was the process of 
persuading senior personnel within the organisation of the research benefits for both 
employees and the organisation. The main aspect of the project that needed to be 
negotiated carefully was the time that participants needed to take to complete the 
questionnaires. Objectively, I was able to understand this concern but from a 
professional perspective I felt frustrated and angry. I viewed this position as reflecting 
a short-sighted view of the benefits that such a research project could have. I also 
thought that perhaps this concern was being used as a smokescreen to obscure many 
realities, amongst them management inefficiency and narrow mindedness. The result 
was that this issue, valid as it could be, was overlooking the benefit of the study. 
Implicitly however, this concern reinforced my belief about the importance of the 
research study, since it was aimed at generating results that potentially could have a 
value to the managers’ performance.
Having been granted permission to conduct research in a large organisation reflected a 
level of trust in me, which I did not take lightly. This served me as a constant 
motivating factor throughout the research process. I also experienced this process as 
marked by a running internal commentary, which constantly reminded me of the 
various theoretical and practical issues that needed attention. In some instances, I
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wished that I had chosen a less challenging topic and not, as I sometimes felt, a 
mammoth task. In these instances, a strong sense of willingness and the support from 
my supervisor proved to be very useful in keeping this commentary running, and at 
the same time making progress on the many levels of the project. In many ways, the 
various dimensions of this experience were a good reflection of real life and the 
ongoing negotiation involved in living it. The dynamic nature of the project and my 
occasional chaotic experience of it proved to be in stark contrast to the much preferred 
personal style of organisation in pursuit of perfectionism. The parallel between life or 
at least my life, and my experience of this research study appeared clear. I 
experienced this process as a negotiation between clarity and confusion, excitement 
and anxiety, and direction and loss, which was underlined by a sense of meaning and 
purpose.
I strongly believe that this research continued to prepare me to become able to work 
effectively as a counselling psychologist in organisations. This research did not only 
help to reinforce my genuine interest in the topic and subject area, but also 
contributed towards my continuing efforts to develop my identity as a counselling 
psychologist. This will hopefully be marked by an ongoing cultivation of a process of 
cross-fertilisation between the domains of counselling psychology and managerial 
psychology. Achieving this is by no means simple and again will involve ongoing 
negotiation. In my mind, it is clear that this and other developmental experiences 
throughout my training already prepared me to continue becoming increasingly 
versatile as a counselling psychologist. In many ways, it was a continuation of a 
journey, which commenced years ago, when I started studying psychology.
In conclusion, this research study required the use of a good combination of personal, 
academic and practical qualities. In this sense, my experience of designing and 
conducting this research study reflected the integration of the different aspects of my 
training in counselling psychology. I consider this experience as not much different 
than the many projects and assignments that I will hopefully work on in the future as a 
counselling psychologist.
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s
Ethics Committee
03 March 2005
Mr Joseph Calleja 
Department of Psychology 
School Of Human Sciences
Dear Mr Calleja
Investigating the relationship between managers’ ability to manage emotions, 
their performance and subordinates’ ratings of being managed 
(EC/2004/128/PSYCH)
On behalf o f the Ethics Committee, 1 am pleased to confirm a favourable ethical 
opinion for the above research on the basis described in the submitted protocol and 
supporting documentation.
Date of confirmation of ethical opinion: 03 March 2005
The list of documents reviewed and approved by the Committee is as follows:-
Document Type: Application 
Dated:14/12/04 
Received: 21/12/04
Document Type: Research Proposal 
Received: 21/12/04
Document Type: Information Sheet 
Received: 21/12/04
Document Type: Informed Consent 
Received: 21/12/04
Document Type: Your Letter of Response to the Committee's Comments 
Dated: 08/02/05 
Received: 09/02/05
Document Type: Letter from Lloyds TSB 
Dated: 18/01/05 
Received: 09/02/05
Document Type: Questionnaire 
Received: 09/02/05
Document Type: Information Sheet 
Version; 2 
Dated; 08/02/05 
Received: 09/02/05
This opinion is given on the understanding that you will comply with the University's 
Ethical Guidelines for Teaching and Research, and with the conditions set out 
below:
1. That you provide a separate Recruitment Letter for Participants, in addition to 
the Information Sheet.
2. That a copy of the Demographics Questionnaire (as mentioned in point 4b. of 
your letter dated 8 February 2005) is submitted for the Committee's records.
3. That participants are assured that they have the right to withdraw from the study 
even after completing the questionnaire. The Committee suggest that a 
statement such as 'You can decide to  withdraw at any time and information 
already gathered will be destroyed' should be included in the Information Sheet.
4. That the revised Information Sheet will clarify how individuals (and the 
organisations) will be able to obtain feedback if they wish to do so.
The Committee should be notified of any amendments to the protocol, any adverse 
reactions suffered by research participants, and if the study is terminated earlier 
than expected, with reasons.
I would be grateful if you would confirm, in writing, your acceptance of the 
conditions above and submit the revised documents for the Committee's records.
You are asked to note that a further submission to the Ethics Committee will be 
required in the event that the study is not completed within five years of the above 
date.
Please inform me when the research has been completed.
Yours sincerely
Catherine Ashbee (Mrs)
Secretary, University Ethics Committee 
Registry
cc: Professor T Desombre, Chairman, Ethic Committee 
Dr R Draghi-Lorenz, Supervisor, Dept of Psychology
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STAFF PARTICIPANT CONSENT FORM 
Confidentiality
I consent to participate in a study on managerial 
abilities, particularly those relating to 
‘Managing Others’ and how this impacts on managers’ 
performance. I understand this will involve completing a 
few questionnaires only.
I have been assured of confidentiality. My signed consent form and completed questionnaires 
will be mailed directly to Dr Paulo Lopes, one of the main researchers in this study, by using the 
provided self-addressed envelope through your branch’s outgoing mail system.
Further questions
The researchers will be glad to answer any questions in regard to the procedures or other aspects 
of this study. Please direct any questions to Joseph Calleja or Dr Paulo Lopes at the Psychology 
Department, University of Surrey, by using any of the contacts shown below. You are also
welcome to contact_____________ , Senior HR Manager fo r_________________________ .
Concerns about any aspect of this study may also be referred to the Ethics Committee, University 
of Surrey, Guildford, Surrey, UK.
I  have read and understand the above explanations and voluntarily consent to participate in 
this study.
Name:
Signature:
Date:
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Information Letter 
Informants
Mr Joseph Calleja
11* March 2005 
Dear Staff Participant
I am currently in my final year of a Doctoral programme in 
Psychotherapeutic and Counselling psychology at the 
University of Surrey, UK. My final research project, 
supervised by Dr Paulo Lopes and Dr Riccardo 
Draghi-Lorenz of the Department of Psychology, is on
managerial abilities, particularly those relating to ‘Managing Others’ and how this impacts on 
managers’ performance. I have approached the bank and sought permission to gather your views and 
opinions about this topic, which will be crucial for me to obtain my doctorate. I am very pleased to
confirm that I have gained the agreement o f _______________________________  , to
carry out my research project within the Area. Two managers from each branch (Bands 4 and 5) within 
the Area have been asked to participate in the survey.
Therefore, I would appreciate your full co-operation in completing and returning the attached consent 
form and few tick-box questionnaires. By completing and returning questionnaires you will:
1) help improve the performance of your manager, yourself, the branch and the bank at
large;
2) be crucial in helping me obtain my doctorate, and:
3) in doing so your confidentiality will be protected in every stage of this process on the basis of
the Data Protection act (1981). In fact, coding will be used instead of names.
Your role in the study is to rate how you experience being managed by your manager or team leader, in
your case Mr/Ms _______________________________  by completing and returning the
questionnaires attached to this letter. Both sets of questionnaires (staff and managerial) focus on 
managerial flexibility and related aspects of managerial style. These will take around 15 minutes to 
complete. I can assure you that your participation will remain completely anonymous in every stage of 
the process. In fact, instead of names I will be using coding for each participant. Please answer the 
questionnaires as honestly as possible and do not spend a lot of time answering the questions. Also 
remember that the first answer that comes to mind is usually the correct one.
I hope that this letter makes the aims, objectives and potential benefits of the study clear to you. 
However, should you feel the need to ask questions or seek clarifications about this study and/or your 
participation in it, please feel free to contact me by using the contacts highlighted at the bottom of this 
letter.
In conclusion, please make sure that you return the signed consent form and completed 
questionnaires by 28 March 2005. In the meantime, I look forward to hearing from you.
Yours sincerely.
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Information Letter 
Managers
Mr Joseph Calleja
11* March 2005
Dear Managerial Participant
I am currently in my final year of a Doctoral programme in Psychotherapeutic and Counselling 
psychology at the University of Surrey, UK. My final research project, supervised by Dr Paulo Lopes 
and Dr Riccardo Draghi-Lorenz, is on managerial abilities, particularly those relating to ‘Managing 
Others’ and how this impacts on managers’ performance. I have approached the bank to seek 
permission to gather your views and opinions about this topic and I am very pleased to confirm that I
have gained the agreement of____________________________________, to carry out my research
project within the Area. Therefore I would appreciate your full co-operation in completing and 
returning the attached consent form and few tick-box questionnaires, for the following reasons:
1) you will be provided with confidential developmental feedback fi*om me based on your 
scores and an aggregate of the responses of three staff members on your flexibility in managing 
others and other aspects of your management style. This feedback will not only positively
supplement existing sources of feedback, such as th e_____________  , __________
and other performance review meetings but also help you improve your performance and that 
of your team and the organisations at large;
2) your participation is crucial to help me obtain my Doctorate and;
3) in line with the Data Protection Act (1981), the confidentiality of all participants will be 
protected in every stage of this process. Coding will be used instead of names.
This letter has gone out to two managers (mostly Bands 4 and 5) in each branch within the 
Area and an amended version has gone out to 3 randomly selected staff within your 
branch/office. In the attached questionnaires, you are asked to provide a few details about your 
career history, performance ratings and also give an account of how flexible you think you are 
in managing others. Staff participants will be asked to rate how they experience being managed 
by you.
Both sets of questionnaires focus on managerial flexibility and related aspects of your 
managerial style. These will take about 20 minutes to complete. Please answer the questionnaires 
as honestly as possible and do not spend a lot of time answering each question. Remember that the 
first answer that comes to mind is usually the correct one. It is important to note that the names of 
staff participants will remain anonymous as would all feedback that I will provide to you. It is 
then up to you whether you want to share it with your line manager to receive appropriate 
coaching/support. Senior management will only receive a high-level report of the overall 
project findings.
I hope that this letter makes the aims, objectives and potential benefits of the study clear to you. 
However, should you feel the need to ask questions or seek clarifications about this study and/or your 
participation in it, please feel free to contact me or one of my supervisors by using any of the contacts 
highlighted at the bottom. In conclusion, please make sure that you return the signed consent form and 
completed questionnaires by 28 March 2005. In the meantime, I look forward to hearing from you.
Yours sincerely,
Joseph Calleja
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Managerial Participant Consent Form 
Confidentiality
I consent to participate in an academic study on 
managerial abilities, particularly those relating 
to ‘Managing Others’ and how this impacts on 
managers’ performance.
I understand this will involve completing questionnaires, and providing a brief overview of 
myself in respect current role, band and length of service.
I have been assured of confidentiality. My signed consent form and completed questionnaires 
will be mailed directly to Dr Paulo Lopes, one of the main researchers in this study, at the 
Psychology Department of the University of Surrey, by using the provided self addressed 
envelope via your branch’s outgoing mail system.
Personal feedback
I can choose to receive individualized feedback from this study by ticking the appropriate box at 
the end of this consent form. After the researchers analyze the data from this study, I will receive 
an individualized report. This report will summarize my performance on measures of flexibility 
on the basis of my own scores and an aggregate of the scores of three staff participants from my 
branch. This report will provide constructive feedback to facilitate self-assessment and personal 
development. I understand that the feedback I will receive about the way that my co-workers 
evaluated me will summarize the responses of three respondents, to ensure anonymity and 
prevent participants from guessing who might have provided positive or negative evaluations.
Further questions
The researchers will be glad to answer any questions in regard to the procedures or other aspects 
of this study. Please direct any questions to Joseph Calleja or Dr Paulo Lopes by using any of the
contacts shown below. You are also welcome to contact_________________ , Senior HR
Manager for__________ '  . Concerns about any aspect of this study may
also be referred to the Ethics Committee, University of Surrey, Guildford, Surrey, UK.
I  have read and understood the above explanations and voluntarily consent to participate in 
this study.
Name:___________________   Signature:_________________________
Date:_________________________
Would you like to receive individualizedfeedback from this study? Yes [ ] N® I 1
To receive feedback, please indicate whether you prefer receiving it by e-mail or post, by 
providing either your address or e-mail
Address: E-mail:
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PCPOl Participant Code:
Flexibility questionnaire
Think about how you experience your manager when managing you and circle the number that you 
think corresponds to your answer.
1. My Manager is often searching for alternative methods to use in managing people.
Ï  2 3 4 5 6 T~
Never Rarely Occasionally Often Frequently Extremely Often
2. My Manager views situations from different angles prior to making a decision.
Ï 2 3 4 5 6~ T
Never Rarely Occasionally Often Frequently Extremely Often
3. My Manager is flexible in how s/he manages me.
Ï 2 3 4 5 6 T~
Never Rarely Occasionally Often Frequently Extremely Often
4. My Manager adjusts his/her style according to the needs of the situation.
Ï  2 ~  3 4 5 6 7~
Never Rarely Occasionally Often Frequently Extremely Often
Never Rarely Occasionally Often Frequently Extremely Often
5. My Manager spends time to understand a situation/person and respective demands 
before making decisions.
1 2 3 ~ 4  5 6 t ”
Never Rarely Occasionally Often Frequently Extremely Often
6. My manager is consistent and fair in how s/he manages people.
1 2 3 4~ ~ 5  6 7~
Never Rarely Occasionally Often Frequently Extremely Often
7. My manager is aware of my strengths and weaknesses when managing me.
_ _ _ -  -  — 7
Never Rarely Occasionally Often Frequently Extremely Often
8. My manager coaches me effectively.
_ _ _  _ -  -  —
Never Rarely Occasionally Often Frequently Extremely Often
9. My manager shows flexibility in dealing with problems concerning me and others.
1 2 3 4~ 1  6 7
Never Rarely Occasionally Often Frequently Extremely Often
10. My manager responds appropriately to different circumstances.
1 2 3 4 5 6 ~  7
Never Rarely Occasionally Often Frequently Extremely Often
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PCPOl Participant Code;
11. My manager changes his/her way of thinking about problem after listening to me.
"1  2 3 4 ~~5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
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PCP02 Coding:
Conflict management styles, empathy and listening questionnaire
The following 17 statements (please turn page for 11 -  17) concern your experience of how your 
manager manages you. Please choose and circle the number that corresponds to your answer.
1. My manager examines issues until s/he finds a solution that really satisfies both of you.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
2. My manager pushes his/her own view.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
3. My manager tries to find a middle of the road solution.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
4. My manager avoids tackling conflicts
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
5. My manager adjusts his/her behaviour so as to preempt conflicts or arguments.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
6. My manager acts stubbornly.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
7. My manager accepts criticism and acts upon it to make things better.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
8. My manager really listens to what I have to tell him/her.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
9. My manager asks questions to make sure s/he understands my view.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
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PCP02 Coding:
10. My manager makes sure s/he understands what I say by rephrasing my points occasionally 
during conversations.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
11. My manager tries to put him/herself in my shoes.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
12. My manager spends time trying to understand how I feel about the issues at hand.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
13. My manager takes on board my views, feelings and experiences when exploring issues with 
me.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
14. My manager appreciates and offers his/her support to me whenever appropriate.
1 2 3 4 5 6 7
Never Rarely Occasionally Often Frequently Extremely Often
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PCP 03 Coding:
Leadership styles questionnaire
Over the last 12 months, how often did you experience your Manager using the following leadership 
styles with you? Circle the number which you think best describes your answer.
1. Pace setting (setting standards and demanding excellence and self-direction)
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
2. Authoritative (mobilizing people toward a vision)
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
3. Affiliative (creating emotional bonds and harmony)
1 2  3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
4. Democratic (building consensus through participation)
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
5. Coaching (developing people for the future)
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
6. Coercive (demanding compliance)
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
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PCP 04 Coding:
Decision making styles questionnaire
Over the last 12 months, how often did you experience your Manager using the following decision 
making styles with you? Circle the number which you think best describes your answer.
1. Solve problem and decide by yourself.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
2. Obtain information from staff members and then decide.
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
3. Share problem with relevant staff members individually, get their ideas and suggestions, 
and then decide.
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
4. Share problem with staff members as a group, then decide.
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
5. Chair a group meeting to reach a consensus.
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
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PCP 05 Coding: ____________________
Job satisfaction questionnaire
Please indicate your agreement or disagreement with the following items by circling the number that 
you think best corresponds to your answer.
1. I often think of leaving the organization.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
2. It is very possible that I will look for a new job soon.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
3. If I may choose again, I will choose to work for the current organization.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
4. I feel fairly satisfied with my present job.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
5. Most days I am enthusiastic about my work.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
6. Each day of work seems like it will never end.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
7. I find real enjoyment in my work.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
8. 1 consider my job rather unpleasant.
1 2 3 4 5 6 7
Strongly
disagree
Disagree Disagree 
a little
Neither agree 
nor disagree
Agree 
a little
Agree Strongly
agree
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PCP 06 Coding:__
Leader-Members Exchange (LMX) questionnaire
Here are a number of statements about your relationship with your Manager. Please circle the number 
which you think best corresponds with your answer.
1. Do you know where you stand with your manager ... do you usually know how satisfied 
your manager is with what you do?
_  _  _  _
Rarely Occasionally Sometimes Fairly often Very often
2. How well does your manager understand your job problems and needs?
1 tT  3 4 5
Not a bit A little A fair amount Quite a bit A great deal
3. How well does your manger recognize your potential?
1 2 3 4 5
Not at all A little Moderately Mostly Fully
4. Regardless of how much formal authority he/she has built into his/her position, what are 
the chances that your manager would use his/her power to help you solve problems in your 
work?
_ _ _ _ _
None Small Moderate High Very high
5. Again, regardless of the amount of formal authority your manager has, what are the 
chances that he/she would “bail you out, at his/her expense?
1 2 3 4 5
None Small Moderate High Very high
6. I have enough confidence in my manager that I would defend and justify his/her decision if 
he/she were not present to do so.
_  _  _  _  _
Strongly Disagree Neutral Agree Strongly
disagree agree
7. How would you characterize your working relationship with your manager?
1 2 ~  3 4 5
Extremely Worse than Average Better than Extremely
Ineffective average average effective
8. My Manager adopts his/her coaching style according to my personality and my needs.
1 2 3 4 5
Strongly Disagree Neutral Agree Strongly
disagree agree
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PCP02 Coding:
Flexibility questionnaire
The following are 13 statements (please turn page for 10 -13) about management styles. Please 
choose and circle a number that reflects the extent to which you agree or not with each statement.
1. I am often searching for alternative methods to use in managing people.
6.
7.
8.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
The method/s 1 use to manage people need constant reviewing and changing.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
I view situations from different angles prior to making a decision on how to manage a
situation or someone.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
I believe that different situations or people warrant different and flexible responses.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
By responding to different situations in a similar fashion I will not achieve the desired
results.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
I am consistent and fair in how I manage people.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
My staff knows what to expect of me.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little nor disagree a little agree
Once I make a decision I stick to it if I think it’s the right one.
1 2 3 4 5 6 7
Strongly Disagree Disagree Neither agree Agree Agree Strongly
disagree a little
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MR02 Participant Code:
Conflict management styles, empathy and listening questionnaire
The following 17 statements (please turn page for 11 -  17) reflect different ways of managing 
challenging situations with people. Please choose to what extent each statement reflects how you 
manage these situations by circling the appropriate number below each statement.
1. I examine issues until I find a solution that satisfies both the other person and me.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
2. I try to push my own views.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
3. I try to find a middle of the road solution.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
4. I avoid tackling conflicts.
1 2 3 
Almost Never Rarely Occasionally
4 5
Ofl:en
6
Frequently
7
Almost always
5. I adjust my behaviour so as to preempt conflicts or arguments.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
6. I act stubbornly.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
7. I accept criticism and act upon it to make things better.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
8. I respond appropriately to different circumstances.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
9. I reveal flexibility in dealing with problems.
1 2 3 
Almost Never Rarely Occasionally
4 5
Often
6
Frequently
7
Almost always
10. I change my way of thinking about the problem after listening to others.
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MR02 Participant Code:
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
11. I really listen to what my staff have to tell me.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
12. I ask questions to make sure I understand others’ viewpoints.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
13. I make sure I understand what others are telling me by rephrasing their points occasionally 
during a conversation.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
14. I try to put myself in other people’s shoes.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
15. I spend time trying to understand how my staff feel about the issues at hand.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
16. I take on board people’s views, feelings and experiences when exploring issues with them.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
17. I express appreciation and offer support to my staff whenever appropriate.
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
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MR 03 Coding:
Leadership styles questionnaire
Over the last 12 months, how often did you use the following leadership styles with your staff? Circle 
the number which you think best describes your answer.
1. Pace setting (setting standards and demanding excellence and self-direction)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
2. Authoritative (mobilizing people toward a vision)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
3. Affiliative (creating emotional bonds and harmony)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
4. Democratic (building consensus through participation)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
5. Coaching (developing people for the future)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
6. Coercive (demanding compliance)
1 2 3 4 
Almost Never Rarely Occasionally
5
Often
6
Frequently
7
Almost always
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MR 03 Coding:
214
MR 04 Coding:
Decision making styles questionnaires
Over the last 12 months, how often did you use the following decision making styles with your staff? 
Circle the number which you think best describes your answer.
1. Solve problem and decide by yourself
1 2 3 4 5 6 7
Almost Never Rarely Occasionally Often Frequently Almost always
2. Obtain information from staff members and then decide
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
3. Share problem with relevant staff members individually, get their ideas and suggestions, 
and then decide
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
4. Share problem with staff members as a group, then decide
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
5. Chair a group meeting to reach a consensus
1 2 3 4
Almost Never Rarely Occasionally
5 6 7
Often Frequently Almost always
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M R -A  Coding:
Please answer the following questions about yourself and your experience as a Manager and related 
aspects of your job.
Al. Age
A2. Gender - Male [ ] Female [ ]
A3. Education- GCSE [ ] A Level [ ] Diploma [ ] Graduate [ ] Post-graduate [ ]
A4. How many years work experience do you have at Lloyds SB? [ ]
AS. For how many years have you managed people, at Lloyds TSB and elsewhere? [ ]
A6. What is your current band within the organisation? __________________________
A7. What were your previous two bands in the organisation and the year when you started 
occupying them?
Role/Band 1 Started Role/Band 1 Started________
A8. How many promotions have you received while working at Lloyds TSB?
A9. What was the percentage success rate of your branch in meeting the overall branch 
franchise growth targets of 2004?
AlO. What was the Customer Care Index Score of 2004 for your branch?
216
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Appendix 9
Correlation Matrix
(Managers’ Scores)
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Correlation matrix of Managers’ scores on predictor variables
Mean
Empathy
Manager
Mean
Active
listening
Manager
Mean
Flexibili
ty
Manage
Mean 
Conflict 
Managemen 
t M anager
Mean
Leadership
M anager
Mean
Decisio
Making
M anage
M ean
Empathy
Pearson
Correlation 1 .142 .093 -.213 166 -.124
M anager
Sig. (2-tailed) 
N 36
.410
36
.594
35
.213
36
.332
36
.473
36
Mean
Active
Pearson
Correlation .142 1 .145 .519(**) -.178 -.288
listening
M anager
Sig. (2-tailed) 
N
.410
36 36
.406
35
.001
36
2 9 9
36
.088
36
Mean
Flexibilit
Pearson
Correlation .093 .145 1 -.084 .256 -.032
M anager
Sig. (2-tailed) 
N
.594
35
.406
35 35
.632
35
.137
35
.857
35
Mean
Conflict
M anage
Pearson
Correlation
-.213 .5 1 9 (« ) -.084 1 -.292 -.202
ment
M anager
Sig. (2-tailed) 
N
.213
36
.001
36
.632
35 36
.084
36
.238
36
Mean
Leadersh
Pearson
Correlation .166 -.178 .256 -.292 1
.428(**
)
.009
36
ip
M anager
Sig. (2-tailed) 
N
.332
36
.299
36
.137
35
.084
36 36
Decision
Pearson
Correlation -.124 -.288 -.032 -2 0 2 .428(**) 1
Making
M anager
Sig. (2-tailed) 
N
.473
36
.088
36
.857
35
.238
36
.009
36 36
* *  Correlation is significant at the 0 .0 1 level (2-tailed).
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Regression coefficient tables
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Regression coefficient table for predictor variable and flexibility
Model
Unstandardized
Coefficients
Standardiz
ed
Coefficien
ts t Sig.
95% Confidence Interval 
for B
B Std. Error Beta
Lower
Bound Upper Bound
1 (Constant) 1.681 .791 2.125 .036 .110 3.252
Listening -.024 .151 -.026 -.159 .874 -.324 .276
Empathy -.069 .174 -.079 -.393 .695 -.415 .278
Decision Making
.400 .214 .379 1.872 .064 -.024 .824
Leadership
-.179 .130 -.260 -1.373 .173 -.438 .080
Flexibility
.484 .208 .471 2.330 .022 .071 .896
Conflict Management -.011 .200 -.006 -.054 .957 -.407 .386
a  Dependent Variable: Job Satisfaction Mean Informant
Regression coefficient values for predictor variables and LMX
Model
Unstandardized
Coefficients
Standardized
Coefficients t Sig.
95% Confidence 
Interval for B
B
Std.
Error Beta
Lower
Bound
Upper
Bound
1 (Constant) .574 .271 2.117 .037 .036 1.113
Flexibility .288 .071 .415 4.049 .000 .147 .429
Leadership -.131 .045 -.283 -2.940 .004 -.220 -.043
Decision
Making .281 .073 .394 3.833 .000 .135 .426
Empathy .248 .060 .425 4.146 .000 .129 .366
Listening -.004 .052 -.007 -.083 .934 -.107 .098
Conflict
Management -.055
.068 -.043 -.810 .420 -.191 .080
a Dependent Variable: LMX Mean Informant 
ANOVA
Model
Sum of 
Squares df Mean Square F Sig.
1 Regression 62.631 6 10.438 64.036 .000(a)
Residual 15.160 93 .163
Total 77.790 99
b Dependent Variable: LMX Mean Informant
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Independent samples test of informants’ scores of managers scored high on two 
leadership styles and criterion variables
Levene's Test for
Equality of 
Variances t-test for Equality o f Means
Std. 95% Confidence
Sig. (2- 
tailed)
Mean
Differen
Error
Differen
Interval o f  the 
Difference
F Sig. t df ce ce Lower Upper
LMX Mean Equal
Informant variances
assumed
.055 .815 -3.974 67 .000 -.7778 .19570 1.16837 -.38715
Equal
variances not 
assumed
- -3.792 25.308 .001 -.7778 .20513 1.19997 -.35555
Job
Satisfaction
Equal
variances .506 .479 -1.634 67 .107 -.5990 .36654 1.33060 .13264Mean assumed
Informant Equal
variances not 
assumed
-1.749 30.805 .090 -.5990 .34239 1.29747 .09951
Flexibility
Mean
Equal
variances 1.708 .196 -2.623 67 .011 -.6681 .25469 1.17643 -.15970Informant assumed
Equal
variances not 
assumed
-2.322 22.841 .029 -.6681 .28769 1.26343 -.07271
Independent Samples Test of informants’ scores of managers rated high on two 
conflict management styles and criterion variables
Levene's Test for 
Equality of 
Variances t-test for Equality of Means
Mean
Differenc
e
Std. Error 
Differenc 
e
95% Confidence 
Interval o f the 
Difference
F Sig. t df
Sig. (2- 
tailed) Lower Upper
LMX Mean 
Informant
Equal variances 
assumed .211 .648 -3.206 59 .002 -.79718 .24868 -1.29478 -.29958
Equal variances 
not assumed -2.912 7.271 .022 -.79718 .27373 -1.43960 -.15476
Job Satisfaction 
Mean Informant
Equal variances 
assumed .180 .673 -2.252 59 .028 -1.08664 .48246 -2.05204 -.12124
Equal variances 
not assumed - -2.034 7.251 .080 -1.08664 .53422 -2.34106 .16778
Flexibility JC 
Mean Informant
Equal variances 
assumed .727 .397 -6.022 59 .000 -1.61766 .26863 -2.15519 -1.08013
Equal variances 
not assumed -5.547 7.318 .001 -1.61766 .29163 -2.30122 -.93410
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Submission. All efforts should be undertaken to submit manuscripts electronically to 
the editor. Files can be sent in Microsoft Word, in WordPerfect, or as a PDF file. The 
version sent should be consistent with the complete APA-style printed version.
Authors without Internet access should submit a disk copy of the manuscript to
Sheldon Zedeck
Journal o f  Applied Psychology 
Department of Psychology 
University o f California 
Berkeley, CA 94720-1650
General correspondence may be directed to the Editor’s Office.
In addition to addresses and phone numbers, all authors should supply electronic mail 
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Masked review policy. The journal will accept submissions in masked review format only. 
Each copy of a manuscript should include a separate title page with author names and 
affiliations, and these should not appear anywhere else on the manuscript. Furthermore, 
author identification notes should be typed on the title page (see Manual). Authors should 
make every reasonable effort to see that the manuscript itself contains no clues to their 
identities. Manuscripts not in masked format will be returned to authors for revision prior to 
being reviewed.
The review process will be facilitated by the initial quality of the submission. The better 
developed the manuscript and the better the presentation, the easier it will be to review and 
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review their manuscripts prior to submission to the journal. The journal will strive to provide 
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The Journal o f  Applied Psychology emphasizes the publication of original investigations that 
contribute new knowledge and understanding to fields of applied psychology (other than 
clinical and applied experimental or human factors, for which there are more appropriate 
American Psychological Association [A?A] journals). The journal primarily considers 
empirical and theoretical investigations of interest to psychologists doing research that fosters 
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organizations in settings such as education/training, business, government, health or service 
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Articles submitted for publication in the Journal o f  Applied Psychology are evaluated 
according to the following criteria: (a) significance of the theoretical and methodological 
contributions; (b) degree to which the manuscript fits the emphasis of the journal; (c) 
appropriateness of the literature review; (d) adequacy of the design and execution of the 
study; (e) appropriateness of the analysis; (f) quality of the discussion and interpretation of
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must have an applied focus. In instances where it is not obvious, authors will be asked to 
provide a paragraph or so that describes the applied implications of the results of the 
research. Also, articles must be clearly written in concise and unambiguous language and 
must be logically organized. The goal of APA primary journals is to publish useful 
information that is accurate and clear.
Manuscript preparation. Authors should prepare manuscripts according to the Publication 
Manual of the American Psychological Association (5th ed.). Manuscripts may be copyedited 
for bias-free language (see chap. 2 of the Publication Manual). Formatting instructions (all 
copy must be double-spaced) and instructions on the preparation of tables, figures, 
references, metrics, and abstracts appear in the Manual. See APA's Checklist for Manuscript 
Submission.
Supplemental materials. APA can now place supplementary materials online, which will be 
available via the journal's Web page as noted above. To submit such materials, please see 
Supplementing Your Article With Online Material for details.
Abstract and Keywords. All manuscripts must include an abstract containing a maximum of 
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330). Hillsdale, NJ: Erlbaum.
Figures. Graphic files are welcome if supplied as Tiff, EPS, or Powerpoint. High-quality 
printouts or glossies are needed for all figures. The minimum line weight for line art is 0.5 
point for optimal printing. When possible, please place symbol legends below the figure 
instead of to the side. Original color figures can be printed in color provided the author 
agrees to pay half of the associated production costs.
Two types of articles will be published: (a) Feature Articles, which are full-length articles 
that focus on an empirical contribution (all research strategies and methods, quantitative and 
qualitative, are considered) or on a theoretical contribution that has an applied emphasis, and 
(b) Research Reports, which are original in their empirical or theoretical contribution but 
smaller or narrower in scope than a Feature Article. Research Reports can also feature 
important replications or studies that discuss specific applications of psychology. For more 
information on the content of the Journal, see the February 2003 issue for the Editorial
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Authors should refer to recent issues of the journal for approximate length of Feature Articles 
and Research Reports. (Total manuscript pages divided by 3 provides an estimate of total 
printed pages.) Research Reports are limited to no more than 17 pages of text proper; these 
limits do not include the title page, abstract, references, tables, or figures. Different printers, 
fonts, spacing, margins, and so forth can substantially alter the amount of text that can be fit 
on a page. In determining the length limits of Research Reports, authors should count 25-26 
lines of 12-point text with 1-inch margins as the equivalent of one page. Authors should 
indicate whether their manuscript is to be considered as a Feature Article or a Research 
Report at the time of submission; the editor may suggest that a Feature Article submission be 
pared down to Research Report length.
For the reader to understand the importance of the research findings, authors should indicate 
in the Results section of the manuscript the complete outcome of statistical tests, including 
significance levels, some index of effect size or strength of relationship, and confidence 
intervals. See pp. 20-26 of the Publication Manual for a more detailed description of what 
should be reported in the Results section of the manuscript.
Publication policies. Authors are required to obtain and provide to the editor on final 
acceptance all necessary permissions to reproduce in print and electronic form any 
copyrighted work, including, for example, test materials (or portions thereof) and 
photographs of people. Final files for production should be prepared as outlined in Preparing 
Your Electronic Files for Production.
APA policy prohibits an author from submitting the same manuscript for concurrent 
consideration by two or more publications. APA's policy regarding posting articles on the 
Internet may be found at Posting Articles on the Internet. In addition, it is a violation of APA 
Ethical Principles to publish "as original data, data that have been previously published" 
(Standard 8.13). As this journal is a primary journal that publishes original material only, 
APA policy prohibits as well publication of any manuscript that has already been published 
in whole or substantial part elsewhere. Authors have an obligation to consult journal editors 
concerning prior publication of any data upon which their article depends.
In addition, APA Ethical Principles specify that "after research results are published, 
psychologists do not withhold the data on which their conclusions are based from other 
competent professionals who seek to verify the substantive claims through reanalysis and 
who intend to use such data only for that purpose, provided that the confidentiality of the 
participants can be protected and unless legal rights concerning proprietary data preclude 
their release" (Standard 8.14). APA expects authors submitting to this journal to adhere to 
these standards. Specifically, authors of manuscripts submitted to APA journals are expected 
to have their data available throughout the editorial review process and for at least 5 years 
after the date of publication.
Authors will be required to state in writing that they have complied with APA ethical 
standards in the treatment of their sample, human or animal, or to describe the details of 
treatment. A copy of the APA Ethical Principles may be obtained electronically or by writing 
the APA Ethics Office, 750 First Street, NE, Washington, DC 20002-4242 (or see "Ethical 
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